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editors’ notes

This issue of New Directions for Community Collegcs examines
from various aspects the strategic part played by community college
trustees as members of the board/president management team.

The contributors represent a wide variety of professional
backgrounds and geographic locations. Their opinions, generated *
from years of education and practical experience, will be useful to
trustees, presidents, and others concerned with promoting the com-
munity college concept. We hope these viewpoints will fill a gap
that exists in much of literature on the two-year college-

The challcnges facing governing boards today have never been
greater. Financial constraints, as well as legal questions, the energy
crisis, increases in teacher militancy, collective bargaining, affirma-
tive action, and other thorny issues, make the job of the trustecs
increasingly complex. In addition to identifying various challenges
and responstbilities, the authors have offered techniques for impXov-
ing the trustees’ tools of boardmanship. Especially in this line of
work, sharing experiences is a very important method of leaming,
which the Association of Community College Trustees encourages
among its members.

ACCT is a nationwide organization designed especially for
the trustee-a lay person who has been either elected or appointed
to the district board of directors of a two-year postsecondary insti-
tution. Via seminass, conventions, regular publications, and special
reports, ACCT emphasizes trustee education. Experience shows that
responsible, knowledgeable trustees are better able to make the
kind of policy decisions that not only improve the quality of educa-
tion but also serve the needs of the students and strengthen the
roles of the chief executive. In having a unified voice representing
them in Washington, D.C., community college trustees are not only
being heard where it counts, but also are establishing their own
identity.

Victoria Dziuba
William Meardy
Issue Editors
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An effective board has at least eleven tasks, from
selecting the president to constructing buildings
and evaluating institutional performance.

responsibilities

george e. potter

Conditions affecting our community colleges are changing rapidly.
“The advent of collective bargaining is formalizirig an adversary rela-
tionship between boards and their employees. Enrollments are level-
ing off in some institutions and even declining in a few. Statewide
coordinating boards are encroaching more and more on the author-
ity of local boards. Governors, legislatures, and the public at large
are demanding that we be more accountable not only for the way
we spend tax revenues, but also for the effectiveness, and even
value, of our educational programs. Tax dollars, whether from local,
state, or federal sources, are becoming more scarce. These are only a
few of the factors that make our jobs as community college trustees
more difficuit and yet more challenging. Furtlier, they are causing
us to more carcfully examine and effectively carry out our responsi-
bilities as trustees.

What are the characteristics of an effective college board? It
is on¢ whose members come from diverse backgrounds but share
one common bond, a deep love for the college. The sole concern of
the trustees is the welfare of the college and the community it
serves. Members of the effective board are active, dedicated, in-
volved, and, most of all, informed. The effective board does not
rubber-stamp the president but does place considerable weight on
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his recommendations. The cffective board insists on being the
policymaker for all aspects of institutional life but refuses to
meddle in the administration of the college. The effective board
considers itself a team on which each trustee has great respect and
affection for his or her colleagues as well as for the president.

What are the responsibilities which, if fulfilled by all board
members, make an effective board? I think we trustees have at least
cleven major responsibilitics.

1. Selecting, evalnating, and terminating the president. This
responsibility is an obvious and extremely important one. Unfor-
tunatcly, although all boards recognize the necessity to choose and
perhaps {ire the president, many do not recognize the riced to cval-
uate his performance regnlaily. To do this task properly, the board
must cstablish criteria which have been agreed upon by both par-
ties. The president, as the board’s agent for managing the institu-
tion, is not sclected to win popularity contests with students,
faculty members, or even the other administrators. He is selected to
administer the college in accordance with the policies established by
the board. )

There a.c alinost as many methods for selecting a president as’
there are colleges. The last time our board hired a new president we
cstablished a screcning committee consisting of two trustees, two
administrators, two faculty members, and two students. The com-
mittee was to refer at least five candidates to the board with the
understanding that the board could accept one of the candidates or
reject all of them and sclect someone else. Fach of the five who
were ultimately referred came to the campus for a onec-day visit
when he met with representatives of all the college constituencies
and had dinner with the board, accompanied by his spouse. After
all the candidates had visited the college, these cepresentatives met
separately with the board to give their group’s evalnations of cach
candidate. The board then sclected one. Although the siaff and stu-
dents recognized that ultimately the board mnst hire the president,
they did express satisfaction with their part in the decision.

2. Ensuring professional management of the institution. Prob-
ably the most important responsibility is making sure that the col-
lege is managed in a businesslike manner. The board must adopt a
budget which realistically projects the college’s income and restricts
the expenditures to that income. The budget should also reflect thie
prioritics of the institution as established by the board. The board
must insist that the president handle the affairs of the institution in
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a professional way, because it has the final responsibility for the
fiscal integrity of the college.

A few years ago we adopted a management by objectives
system for our administrators and department chairmen. We did not
expect spectacular results, and such results were not obtained.
Nevertheless, the system is working well and has improved the ad-
ministration of the college. We also adopted an administrator’s
salary plan with the help of Emst and Emst, 2 certified public
accounting firm. The plan contains eleven salary grades, each of
which has a range of salaries, and all are revised biannually, When a
new administrative position is created, the board approves the posi-
tion and its salary grade. The president is then given complete
authority to hire, or fire, the person for that job and set his salary
within the salary range. In addition, the president annually sets the
salary of each administrator within the salary ranges previously
adopted by the board. . '

3. Purchasing, constructing, and maintaining facilities. The
board is responsible for determining what land should be purchased,
deciding what buildings will be buift and in which order, selecting
the architect to design the buildings, and providing adequate re-
sources for the maintenance of the facilities once they are pur-
chased or eonstructed. This d¢ 2z a0t mean, however, that the board
should involve itself in the details of each building constructed. The
number of classrooms, numbe of teaching stations in each class-
room, and the like, are primarily educational matters which can
best be determined by members of the staff. -

Before a spade of earth was turned, our board adopted a mas-
ter plan for the development of the campus. The plan was prepared
by an architectural firm with suggestions from the faculty, adminis-
tration, and board. Once the plan was adopted, the board, after
receiving all necessary information and the recommendation of the
president, determined in which order the buildings would be con-
structed. As needs changed the master plan changed, and there have
been two revisions in ten years.

4. Defining the role and mission of the college. Obtaining the
views of the faeulty, student body, administration, and even the
general public is desirable in ca:rying out this responsibility. How-
ever, final authority must rest with the board. Subject to the restric-
tions imposed by state law or by a state agency, ine board should
determine whether the institution is to be a comprehensive com-
munity collcge, offering programs in all fields, or is to emphasize




the liberal arts, occupational educatior, or ever. community service.
The purpose of the college should be manifest in specific institu-
tional goals.

When our college district was created, one of the board’s first
acts was to adopt a statement of purposc. In 1963 a committec,
consisting again of students, faculty members, administrators, and
trustees, prepared a revised mission statrment for the college and a
list of institutional objectives related to it. The statement, shown
below, was then adopted by the board.

gJackson Community College shall promote the educational
advancement of the total commumity within the college service
arca. The college shall offer educational experiences desigined to
promote maximmm development of cach student’s potential
throughout his lifetime; furtber, the college shall encourage and
provide career edncation based upon individual choice. The coliege
shall actively involve individuals and groups in its prograns of in-
struction, cultural activities, guidance, and library semiaces, as well
as student activitics. Through the free and open exchange of idcas,
the collcge shall provide intellectuzl experiences which add mean-
ing, scope, richness and interest to the life of cach student. The col-
lege shall provide educational opportunitics, services, and facilities
to accomplish the mission of the college within its financial and per-
sonncl limitations.

The specific objectives are the following:

(1) Offering the guidanece and finandal aid senviees, including test.
ing, nceessary to enable students to discover and follow suit-
able preparation for chosen earcers, to deteet errors or defi-
eiencies in carlier preparation for these careers, and to
encourage students to make the best use of their aptitudes and
interests.

(2) Providing fully accredited instruction.

(3) Providing the first two yecars of instruetion for students who
wish to transfer college eredit and pursue their education in
other institutions.

(4) Providing instruction in a varicty of careers to the level re-
quired for responsible employment, such as ifistruction ap-
proved for apprenticeship, journcyman, and full-time trade,
health, and other occupational programs.

{5) Providing instruction and expericnces intended to prowote
better understanding of human nature, of the history and prin-
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ciples of human socicty, and of ethical conduct. Also offered is
the opportunity to explore man’s relationship to his environ-
ment and to prepare for respousible citizenship and.family life.

(6) Maintaining a program of preparatory and developmental
courses to enable students who may, or may not have com-
pleted high school to continue successfully in general, occupa-
tional, or transter curnicula.

(7) Maintaining a core program of general educatior. courses and a
variety of enrichment courses.

(8) Welcoming students from various racial, national, language,
religious, economic, and social backgrounds, and fostering an
understanding of the diversity of an open and pluralistic soci-
ety.

(9) I:.ncouragmg, supporting, and cooperating with educational
units, civic groups, foundations, private individuals, govern-
ment agencies and corporations in endeavors likely to result in
advantage to the community.

(10) Promoting, facilitating, and coordinating community offerings
of university extension courses for advanced credit.

(11) Offering a program of activitics under respunsible supervision
providing students experience in working togethier, performing
in public, and developing leadership qualities. creativity, and
physical and mental skills.

(12) Contributing to and promoting the cultural, intellectual, and
social, and economic life of residents of the community and
the development of avocational interests.

(13) Fostering an environment conducive to making optimum prog-
ress toward the previously stated objectives.

(14) Maintaining a sound management approach to enhance and
facilitate the programs of the college.

5. Engaging in public relations. Whether appointed or elected,
the trustees are generally seen as representatives of the community
served by the college and as representatives of the college to that
community. Public relations, however, involves more than just pro-
moting the institution. It requires a complete knowledge and under-
standing of the institution so that the trustee can, when necessary,
calm an irate taxpayer or educate a misinformed legislator. The
trustee may have to, and must, defend the institution and its policies
to the community. In turn, the trustees must communicate the nceds,
expectations, and feelings of the community to the institution.




One of the most cffective public relations tools our college
has is the Associates of Jackson Community College, a broadly rep-
resentative group of three hundred community leaders who, with
their spouses, gather on campus at least thres times a ycar. Nor-
mally, at least two of these events consist of a dinner followed by
entertainment by a college performing gronp and a program. The
Associates was created by the board, and the tustces work closely
with its members. The purpose of the Associates is to provide a
large group of informed friends of the college who can speak out
for the institution in the community and can tell the college about
the community’s feclings.

6. Preserving institutional independence. If an institution is
to prosper, the trustees must resist encroachment on its inde-
pendence from any possible direction. For instance, a statewide
coordinating board may feel that it can better govern the institu-
tion. The legislature may try meddie in its internal affairs. Or a
citizen group might attempt to interfere with the free and open ex-
change of ideas on the campus.

The other trustees and I sork very closely with the president
in our dealings with the State Board of Education—Michigan’s coor-
dinating board for higher education—and the state legislature. As
elected trustees, we generally have more influence on elected legis-
lators because we also represent people and votes. We also occasion-
ally face efforts by some citizens to prevent certain speakers from
appcaring on campus or certain courses from being offered. We
feel that trustees, as their clected representatives, are the persons
responsible for dealing with these citizens and resisting their ef-
forts.

7. Evaluating institutional performance. Undoubtedly onc of
the most neglected responsibilitics is evaluating how well the insti-
tution performing the role established by the board. An accurate
assessment can be made only by establishing institutional goals and
then measuring how well they are achieved. Is the transfer program
adequately preparing students for four-year colleges? Are occupa-
tional students being adequately trained for jobs and are they being
hired by the employers in the community? Is the institution really
recruiting disadvantaged students? Is the developmental program
training them to do college work? These are only a few of the gues-
tions that an cifective board asks regularly.

8. Creating a climate for change, An effective board must
insist on innowvation, because teachers, and even administrators, are
notoriously conscrvative when it comes to change. Their task is
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easier and they risk no failure if the edueational program stays the
same. For example, teachers prefer bright students and thus are not
Yikely to develop programs to serve the not so bright. Change, not
for its own sake, but for the sake of improvement, must be encour-
aged. An cffective board demands that programs be developed to
meet the needs of new groups of pcoplc not currently being sexrved
by the college.

Our board belicves this is one of its most important responsi-
bilitics. New programs mean new services to the community, and
these new scrvices inevitably mean inereased enrollinent. Since
1971 our full-time-equivalent enrollment has increased from 2,100
to more than 3,800 and our headeount enrollment has inercased
from 3,500 to 10,000. This growth has been achieved in a college
district that did not have a significant population inercase during
that period. Further, our pereentage of in-district students has xisen
from 85 pereent to 89 pereent. Most of this inercase is due to devel
oping ncw programs for serving new students.

9. Insisting on being informed. Responsible trustees know
about all aspeets of the institution, because complete information is
neeessary to earry out all their responsibilitics. I have no sympathy
for those who frequently complain that they don’t have time to
read zll of the materials furnished them by the president. If they are
unwilling to take the time to be informed, they have no business
being on the board. Being completely informed involves more than
reading the board materials. For example, we subseribe to the
Chronicle of Higher Education and Community aml Junior College
Journal for all our board members. Copies of books on college
trusteeship and other college matters are also fumished. We attend
conventions, seminars, workshops, as well as college functions of
every sort. This responsibility was probably best put by John Cor-
son in an article in ACB Reports: *1 prescribe that trustees keep
their noses in operations and that they keep their fingers out.”

10. Engaging in planning. The board must sce that the institu-
tion cffeetively makes comprehensive and continuous plans, both
short.range and long-range. All members of the institution should
participate in planning, including the trustees, who shonld not just
rubber stamp plans prepared by other people. An effective planning
device used by some boards is the annual retreat. In our case, the
trustees, the president, and the administrators reporting to the
president go to a motel in a neighboring town so that we can climi-
nate possible interruptions. We meet for two days, devoting our
time primanly to planning.
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11. Assessing board performance. Even thosc boards that
regnlarly evaluate the performance of the college and the president
seldlom examine their own accomplishments. Does your bourd
clearly understand its responsibilities? Do you do any internal plan-
ning for the operations of the board? Every board should sct aside a
period of time yearly to review its own performance with the goal
of improving its own effectiveness. We attempt to do this at our
annual retreat.

I believe completely in the concept that our institutions of
higher education must be governed by lay trustees. Unfortunately,
there are those who disagree. For example, in 1968, a group of stu-
dents at Princcton University stated, “The issue is not whether the
trustees are doing their job well. The issue is that there is.no justifi-
cation for such a gronp of men controlling the destiny of an institu-
tion in a community in which they have no legitimate place. The
university is a commnnity of students and faculty, not business-
men.”’ If the feelings of those students were implemented, the result
would be, in my opmion, catastrophic. However, unless we trustees
fulfill those responsibilities which are ours both legally ard morally,
an increasing number of people will accept the views of the Prince-
ton students. Unless all of our institutions become governed by
effective boards consisting of properly motivated, committed
trustecs, there is every possibility that lay governing boards will be-
come as extinct as the dinosaur. v
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George E Potteris a trustee of Jackson
Community College in Jackson, Michigan.
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Today’s trustee must be informed on local,
state, and national issues related to his institution
and be prepared to work actively onits behalf.

changing roles

beatrice doser

At one time the operating funds for community colleges were de-
rived from three equal sources: local taxes, tuition, and state sup-
port. But local millage votes have been failing, and the view that
community colleges should be free or at Ieast have very Jow tuitions
is more prevalent than ever. As a result, states arc being asked to
provide much more than one-third.

And here lies the problem—when local finances were provid-
ing the greater share of the support, there was no really valid argu-
ment against Jocal governing decisions, but now legislators are being
held accountable, so they in turn want accountability from trustees.
They want to approve programs, buildings, and ten-year master
plans, Bear in mind that their set of goals and prioritics for the good
of the state differs from what trustees may want for the good of the
institution, and the legisiators hold the purse strings. The formulas
they set tend to make everyone equal, but do not provide well for
the different rolés of individual institutions. For example, if they
believe education for the health occupations should be increased to
meet state needs, then all community colleges will probably receive
a high level of support for such training, regardless of the varying
costs of particular programs. So if a college board has different aims
from those of the state, they had better do something. It is time for

ERIC 17




10

trustees as clected officials speaking to clected officials to move.
Today it’s their responsibility, whether they like it or not, to be-
come cffective lobbyvists for their institution; they must act re-
peatedly and forcefully.

There is another creeping change occurring at the state level:
the increase of state boards of coordination or control—with the
emphiasis on the latter. Individual institutions sense the need for
coordination and cooperation, as the growth of consortia demon-
strates. But voluntary associations are not likely to satisfy this need
at the state level because their members find it too difficult to bhe
critical of each other and too casy to withdraw. Thus the coordina-
tion role is taken over by a state board, which does not view the
roles of local boards in the same light as most trustees. Members of
the state board feel community colleges are competing with cach
other for doliars, students, and service areas to the point where a
referce with a quick whistle 1s a necessity. The steps from loose
coordination to tight coordination and control can go almost un-
noticed. As that happens, colleges are transformed from individual
institutions, reacting to local needs in unigne ways, to just parts of
a systern, and all in the name of public interest. Don’t misunder-
stand me, there are many valid reasons for state coordinating
boards, but trustees have a responsibility to examine these boards
carcfully and be in a position to proposc as well as oppose, a p osi-
tion that requires trustee education and cffort,

Most of the changes on the state level have the effect of limit-
ing the autonomy of local institutions, and on the federal level the
situation is the same. The federal funding pattern has led to confu-
sion. Only an extremely adventurous or naive board wounld do any _
long-range planning based on federal monies. A significant portion
of these funds is available only through categorical grants that allow
the federal government to encourage the development of institu-
tional programs tailored to national priorities. This procedure has
spawned a burcaucracy of “grantsmanship,” and an unwary board
may awake later to find itself committed to a direction and an allo-
cation of resources inconsistent and even in conflict with its pur-
poses. Another source of problems is twelfth-hour legislation and
appropriations, particularly in rclation to student aid. Students
need to know precisely what funds are available, not maybe and if,
Guidelines and regulations must be available long enough in advance
so they can be approached rationally. Today’s trustees have the
r¢sponsibility to act as the catalyst for changing this federal pattern.

18




Q

ERIC

Aruitoxt provided by Eic:

Changes are occmring locally, too. At one time the publie
regarded the typical trustee as a middle-aged or clderly, well-cstab-
lished, male do-gooder or an exceptional person cager to get a little
exposure before running for mayor or the legislature, but all were
considered good pecople whose motivation and judgments were
worthy and above reproach. Now, both public opinion and the
composition of boards are changing. Minoritics, women, young pco-
ple, even students arc appearing on boards. And the whole con-
glomeration of issues related to conflict of interest, open mecetings,
public disclosurc, and accountability, coupled with a rising frustra-
tion over state and national events, has caused the general public to
look critically at local units of government. Board mectings, which
used to be held with members, staff people, and an occasional re-
porter present, are now attracting sizable crowds. When community
groups file in with pctitions and requests, trustees must realize that
the noise and clamor really represent democracy at work and that
local boards fulfili the principle that government is best when it is
close to the action and the people it serves.

At the same time, trusices must be responsible and objective.
The presence of vocal specialinterest groups sometimes prompts
board members to make extreme statements which are designed to
plcase thosc in attendance but which are actually harmful to the
institution. But the board’s trust is too broad to be dictated by any
segment of the population; its members must represent everyone
and somchow arrive at decisions that combine the best interests of
the public and the coliege. They must take seriously the dual re-
sponsibility of representing the public in decisions regarding the
insiitution and of defending the instituiion in the cyes of the pub-
lic. Their job is to preserve and proteet the assets of 1he college, and
one of those is its reputation.

A short time ago, if students knew trustees existed, they
vicwed them as outsiders whose names appeared on programs and in
catalogs and who came to the campus on special occasions, particu-
larly before clections, to help the administration hand ont certifi-
cates and awards. Back then, 5 to 10 percent of gradnating high
school siudents were involved in higher cducation; they were occu-
pied with learning, and there was a gate at the end of the path
which opened to better jobs at higher salaries. Now abont half the
high school graduates have educational plans, but the paths de not
necessarily lead to jobs; and fellow students who become hourly
laborers may well have greater job security, less responsibility, and
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more take-home pay after a few years at work than those who clect
to go to college. It’s ne. wonder today’s students are taking a more
critical look at boards. They think of trustees as dictatorial, narrow-
minded, establishment old bags who couldn’t possibly understand
or sympathize with the problems students face.

In this era of consumerism, students are the consumers of the
community coilcges. The board, faculty, and administration may- all
belicve a college is great, but it will never be great unless the stu-
dents think s0; it will not even survive unless the students come.
The community college student is a new type of student whose
average age is over twenty-five and who is nost likely attending part
time. Students’ goals are becoming more diverse and more impor-
tant, and trusices must attempt to match their aims with those of
the institution. Thus, the college’s mission wili have to be reviewed
and changed frequently. Boards must also examine the advertising
used to attract students. Is it honest? Many colleges will be in
trouble as “truth in advertising” laws arc extended to the public
sector. Trustees who don’t see the handwriting on the wall may
expect to be sued. Students have already filed to recover costs from
institutions on the grounds that a course did not mcet the catalog
description.

Faculties view boards as seven laymen who meet for four
hours a month and make all the educational decisions. With the
advent of collective bargaining, the friendly partnership—the col
legiality of faculty and board—flew the coop. The resulting adver-
sary relationship is fanned by real grievances, threatened grievances,
and charges of unfair labor practices when bargaining itself is not
the issuc. Faculty unions in many states now vow to win at the
board table what they have not been able to win at the bargaining
table, and they have been successful in clecting their candidates.

Administrators regard trustees as a personnel problem requir-
ing careful handling, a group who may adopt good ideas as their
policy, a group to be educated with reams of material put together
in such a way that it will be read with the case of a racy novel and
yet contain all the information of a standard encyclopedia. They
also regard the board as the unit to whom the buck passes when the
situation gets out of hand.

Traditionally, the board picked the president, the president
picked the administration, then the board forgot the administra-
tion, except when the time for determining annual salaty incre-
ments rolled around, and cven then these decisions were handled
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rather routinely. The cardinal rule prohibited the board from bemg

_involved in adminmstration. If things went sonr, they (ired the presi-

dent and began again. Now, with accountability a factor, I contend
that boards should still keep their hands off the administration, but
they should kcep their noses in. They should not be involved in
doing, but in knowing what is being done. The legal responsibilities
placed on boards demand this. They must support, monitor, and
give direction.

Boards nrced to develop goals and priorities so that 3ssucs are
dealt with dcliberately, not in response to crisis. Programs and poli-
cies must he soundly based, measurabie, and attainable. For exam-
ple, an affirmative action program that actively recruits minority
faculty members can be mecasured in numbers. To perforin these
tasks effectively, trustees must be informed not only on local issucs
but on staiz and national issues. They must also be prepared to
“defend their turf,” because four-year colleges and proprictary
institutions arc envions of the continued enrollment increases at
community colleges and they are trying to take a larger share of the
market by establishing branch campuses and duplicating programs
and community services.

In summation, to fullill their changing roles, board members
must establish sound cducational ajms and procedures in accord
witli 1he wishes and needs of the community. Most of all, they must
know what they have to do and be committed to doing it. A trustee
who reads the agenda before putting in his two to four honrs at a
board meeting and feels he's doing a great job is sadly out of touch
with reality. The scope of trusteeship. that precious trust granted
by the people, is more imvolved and more demanding. A hoard that
makes decisions in a narrow, casual manner will wake np to find it
has no decisions left to make—the college may still have academic
freedom but all the institutional {frcedoms have vanished.

Beatrice Doser is chairperson of the Montcaln
Commaunity College Board of Trustees, Sidney,
Michigan, as well as vice-president of the
Michigan Community College Association.
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A costfbenefit analysis of appointing
N trustees versus electing them.

trustee selection:
who gets what,
) who pays what?

charles h. polk
vaughan a. lacombe
jeanne goddard

There are two principal ways to choose a community college
trustee and over the years much has been written about which of
the two is “better.” But to our knowledge nothing has been written
about the personal politics of appointment versus clection. Why
would a person want to be appointed a trustce? Why would a per-
son want to be elected one? What does an appointing official, a gov-
emor, for example, have to consider when he appoints a trustee?
What does the public get? What can the voter expect when he clects
a trustee?

The selection of a trustee is a political act, and each actor
(appointing authority, voter, trustee, college president) in the
process pays a certain price and, we hope, reaps a certain benefit
from it. By the cost we mean any detriment, or potential detriment,
that an actor may suffer or any obligation or favor an actor may
owe a5 the result of a trustee’s being appointed or clected.
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appointment )

At onc time, perhaps before 1969, the job of a trustee was
much less costly, in this sense, than it is today. We are all familiar
with the many academic challenges and problems that have arisen
since then, including public demands for greater trustec accounta-
bility. Nevertheless, some stiil scek the job while some are sought
for it. A person who wants the job normally pays the cost in the
future, whercas a person being sought for the position has probably
alrcady paid. And both will reap whatever benefits they derive from
the trusteeship in the futnre.

Whether the candidate is secking or sought after, he is likcly
to have primarily altruistic or sclf-gaining motives. Although the
altruist may exhibit sclf-gaining behavior as a means to obtaining his
appointment and thercby serving his community, the true seli-
aggrandizer sces the appointment only as a step in his own advance-
ment. Frequently, an appointment is a pay-off to the altruistic
candidate for past services to the community or party. There is,
after all, some prestige and honor connected with a community col-
lege trusteeship. And cven though the trustee is not normally paid
directly for his scrvices, he may sometimes represent his college at
conventions, seminars, and government functions and be reim-
bursed {or his travel expenses.

Politically astute, the self-gaining capdidate knows that as a
trustee he will have a platform from which he can become better
known and that he can use this increased visibility to his own ad-
vautage. These benchts may not be all political. For example, the
proprictor of a business or a salecsman may use his increased visioil-
ity to attract morc business; the public will, he hopes, see all the
public scrvice he is rendering and patronize his business. His pay-
ment for these benefits is the hours he puts in as a trustee. Though
no one, we are sure, has cver done a balance shecet, this sccond type
of trustec probably “gets his money’s worth.”

When an appointing authority, a governor, for cxample,
namcs a trustee, what benefits does he derive from the appointment
and what costs does he pay? The answers depend in part on how
well he is able to control his local party lcaders, who gencrally make
rccommendations regarding his local appointments and who also
put forward nominces when trustces are to be elected. If the gov-
crnor has strong control, he gets the candidates he wants, and the
difference between the types of trustee derived from cach sciection
process will be reduced.
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The minimum qualification~and henee a benefit--that a gov-
emor looks for in a candidate is the ability to not embarrass cither
him or his party. Beyond that, he may look for more benefits than
he can acerue, because he must consider the political debts he owes
to certain supporters. By appointing 2 member of their group, or
someone they are sponsoring, he can settle a debt and establish
strongzr political ties with them. Oh the positive side, the appoiut-
ing authority may be trying to establish or strengthen a representa-
tive-constitucney relationship with another group. By scleeting one
of its members or its nomince, he may be able to promote that refa-
tionship.

The costs to the governor derive from our political systemn, in
which any appointment is likely to be opposed by one or more
groups who are trying to prevent the leader from establishing
stronger political tics with their adversaries. Thus, although the gov-
ernor is almost bound to alicnate some people, hie tries to use his
power carcfully, strengthening more relationships than he weakens.
In so doing, he increases the benefits of his political appointinents
and minimizes the costs.

Over the long term, the governor may ccasionally decide
against the recommendations for trustee appointments from the
groups with which he has strong political relationships. If he does it
too often, though, hic may find himself withont their support when
he needs it. It is therefore possible for the governor to pay the ulti-
mate political price for a trustee appointinent, loss of office, if
enough voters should disagree with his choice strongly enough to
vote against him at the next clection.

The governor also derives a management benefit from the
appointment process. Because he controls the seleetion, he can set
guidelines for the type of person hie thinks should be chosen and
then carry through on those guidelines. When a trustee is elected, it
is impossible for him to exercise so much control. Thus the voters
receive the benefit of having two means by which to judge the
appointing official: his guidelines and his getual sclection of a
trustee. Should they disagree enough with his appomtment, they
can vote against him in the next clection.

But the vote's, like the governor, probably pay a price for the
appointment. One cost is that the appointed trustee is not directly
accountable to thein for his actions. Sometimes, as appointed board
members search for the public interest, they ignore or discount the
interest of a few or many voters, particularly those who are poor,
unorganized, or relatively powerless in the political arena. Second,
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if the voters are members of a group which opposes the person
seleeted, they lose the appointment of their favorite. Third, should
the trustee later act against a voter’s interest, the voter has paid a
delayed price for the trustee’s appointment.

The benefits and costs to the president of the community
college, and to the college itself, vary according to whether the
trustee is appointed or clected. Becanse groups within the college
are increasingly drawing a line between themselves and the adminis-
tration, adversarial relationships develop. If board and president are
to reverse this trend and work together constructisely and harmoni-
ously, they must become partners in management, counscling and
assisting cach other in their separate functions of policy making and
administration. This kind of relationship is facilitated if cach mem-
ber of the management team, including trustees, looks out for the
public interest instead of cach one tending to the interests of that
part of the public wiich he considers to be his constituency . There
is a better chance of getting a person concerned with the public
interest through appoirtment, because the eleeted trnstee is consid-
erably more open to political pressure from interest groups.

The cost to the president and college is similar to what the
voters pay: the possibility of getting a trustee who will not fulfill
his responsibilitics or who will not represent the best interest of the
institution. This result is espedally likely if the appointing anthor-
ity, or those who advise him, do not recognize the importance of
the selection. Other members of the college community-the fac-
ulty, staff, and students-pay by having only an indirect means of
holding the trustee accountable and by possibly being ignored in
the trustee’s search for the public interest.

The board as a whole pays a certain price for being appointed
—less fommal legal power. For example, rarely does—an appointed
board have the authority to levy a iax to support 1he operation of
an jnstitution.

election

We've already made some comments on the results of clec-
tion versus appointment, but let us now examine more specifically
how the two processes affect cach actor.

Many of the characteristics of an appointed trustec hold for
an clected trustee, The cleeted person is just as likely to be secking
or sought after and to have basically personal or public interests in
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mind. Becanse of these similarities and becanse of the role of the
governor and his party in the appointive and clective processes, the
type of trustee selected by one method often does not differ mnch
from a person chosen the other way.

However, the newly elected trustee himself receives the bene-
fit of an clective office, which normally provides more power and
political independence than an appointive one. The elected official
has the obligation to interpret the needs and feelings of the people
who elected him as his judgment dictates; the appointed trustce has
a similar obligation, but he sometimes must temper his interpretas
tion by considering the appointing authority’s feelings also. Al
though the clected one wounld seem to gain more, he also pays a
higher price for his trusteeship. He must withstand the financial and
emotional rigors of campaigning, and in order to continuc in office,
he must please a majority of the voters. The appointed trustee need
only please the few officials who have a say in his reappointment,
and not anger very many of their support groups, in order to rctain
his trustceship.

The voter receives the benelit of more direct control over the
clected trustee. In the appointment situation, if a voter becomes
dissatisficd with the trustee he can ouly bring political pressure to
bear on the appointing official or vote against the official at the
next election. An elected board, on the other hand, is more open to
influence and thus politically less powerfu! groups have a better
chance of having their interests represented on the board—at least
by one of its members.

The greater legal and political power of the clected body
often [filters down throngh the college, giving the administrators
more informal power within the community. However, balanced
against this benclit is the price of discord in the management team,
whicl *- apt to arise when each clected trustee represents a different
constituency. Althongh some social scientists feel that the public
interest is best served by the bargaining and compromise that dis-
cord causes, we disagree, believing that cooperation among the
board members and between the board and the administration is
essential.

Having weighed the pros and cons of cach type of selcction
procedure. we have reached the conclusion that neither one is “bet.
ter” for all the participants. Which method is preferabie depends on
the perspective of the individual who is analyzing the sclection
processes whether Pe is trustee, voter, appointing oflicial, college
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president, or another member of the campus community. No doubt
these various viewpoints account for the differences of opinion con-
cerning the selection process which are so prevalent in education
journals. The type ol analysis we’ve made in this article is designed
o clarify the personal politics of each of the actors involved in the
selection and thus to help cach of them strengthen his or her politi-
cal position and become a more successful participant.

Charles H. Polk s president of Daytona Beach
Community College in Florida; Vaughn A. LaCombe
is director of the Bureau of Educational Services
and Research in the College of Education

of the University of Alabama, Tuscaloosa; and
Jeanne Goddard is a trustee of the Daytona

Beach Community College District.
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Who opens the door ts unimportant; what
counts is making sure the community college
is open to all who can benefit from ii.

the challenge of being
a female trustee

joyce a. smith

Why would a woman want to be a board member? For many of the
same reasons a man would want to be a board member, and perhaps
a few additional ones. Whether elected or appointed, a trustce
chooses to serve. For some, the motivation i5 community service or
a commitment to education. For others the job fulfills ego needs,
creating a feeling of accomplishment and achievement. A board
member 15, at least in some sense, a representativz of other members
of the community, yet no member can be expected to represent a
collective vote or a consensus of that community. What he or she
can be expected to do is learn the issues involved, make a con-
sidered judgment that seems to be in the best interest of the public
he serves, and then express that judgment by vote. But consider
what people often expect of women board members. They are to
represent “The Woman’s Viewpoint,” as if all women had a single,
unified stand. And they are to be heard when {and sometimes only
if) the women’s viewpoint is deemed “applicable”—for example,
when the student commons is being redecorated and it is time to
decide on chintz or damask draperies, or when the athletic program
15 up for review and the woman board member is supposed to be
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sure that Title IX is implemented. I believe it is important for the
female trustee to be just a board member, and not The Woman
Board Member. She is there to represent her constituents, men and
women. Yet the adjective “woman” will be there in every introduc-
tion. Like the “woman dean” and the “woman adininistrator,” she
seems to be a deviation from 2 norm established by raen.

A woman often does bring a different perspective to a board,

, especially if she has an abundance of those qualities that socicty has

assigned to women--compassion, empathy, kindness, consideration.
Nevertheless, her rewards are likely to be very similar to those of
male trustees: a sense of personal development, a sense of commu-
nity service, a sense of accomplishment . .. the “I can do” fecling
which our society values so highly. Being an cffective board mem-
ber forces 3 person to become informed, to organize time, to listen
to other opinions, and all of these actions lead to growth and satis-
faction.

Another important reason for becoming a female trustee is to
help other women. Many a woman who has succeeded in a male.

. dominated ficld has done so by proving she is “onc of the boys.”

This behavior does reduce the threat to her male colleagues, who
can reason, “Truly this is an unusual woman, an cxception, and
therefore including her does not open the doors to the rush of
women who would follow.” Such a woman, consciously or unoon-
sciously, secks to prove she is “not just another woman” and tries
to think as men, act as men, vote as men. A related phenomenon is
known as the Queen Bee, the woman who so enjoys her role as the
“one woman in a million” that she puts down all women who try to
compete with her to reach the same heights. Obviously, these kinds
of women would not serve the interests of other women, or the
interests of men cither. This is why I ask the question, “Do you
know a male chauvinist board when you sece one?’” Several of my
male colleagues on the board are very sensitive to issues of human
liberation. Such men are not male chauvinists. They are friends. 1t is
important to be able to recognize your friends, whether they be
nien or women. ~

Anyone, male or female, who does not show sensitivity to
human dignity; who consciously or unconsciously tends to deni-
grate the serious commitment of women staff members to their
work and their carcers; who believes that it is more appropriate for
the deanship to go to a man than 2 woman; or who believes women
applicants should be given less consideration than men in an over-
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crowded field “because women work because they want to, not
because they have to” is a male chauvinist. 1t is also important to
know the enemy, whether they are men or women. We all know
women who “play dumb” when any issue of importance is dis-
cussed, who whimper that “no one pays any attention tc them
because they are women®’ and laugh off being unprepared for a bud-
get hearing with a “But I don’t understand that sort of thing.” This
behavior is sexist. And sexist attitudes and behavior that stereotype
people, regardless of who exhibits them, are the real cnemy.

Changing the stercotypes another person holds cannot be
done by rhetoric. Name-calling or insisting “It’s not fair’” doesn’t
do the job. Probably the most effective means to change attitudes is
to change the person’s experience. This is a slow process. If you
were to ask men and women if they would want to work for a
woman or with a woman, you might get a vehement “No!” together
with a variety of “reasons” to back it up. Ask the same people if
they have ever worked for a woman or with a woman as an equal
and you would probably get the same answer. Yet if you were to
ask persons who have worked with women, you would probably get
a varicty of answers—"Yes” and “No,” just as you would if you
asked the same question about men. Some men are easier to work
with than other men and some women are casier to work with than
other women. But men tend to be seen as having individual differ-
ences while women are categorized as a group.

As men and women work with and for women, they will
begin to sce them as individuals instead of stercotypes. Vicarious
experience, such as observing role models, is also valuable. When
younger women can see a female trustee who functions effectively,
who assumes responsibility, and who works for nceded changes and
improvements in her community, they will consider these possibili-
ties for themselves. Progress will be slow for a while. An unfor-
tunate experience with a woman colleague will reinforce a man’s
stercotype. But bitchiness is not confined to women. No one per-
son’s actions reflect on all members of that sex. Women are people.
I fecl confident that we are no more and no less difficult to work
with than other people. The best we can do is to be ourselves, confi-
dent that we do our best. We cannot, nor need we, be more than we
arc. The women’s movement will be of age when a mediocre woman
is seen in the same light as a mediocre man. Not all women board
members will be terrific.

Leaving stereotypes beliind, we ask the question, “Ifow doces
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a woman board member function effectively?” It sounds as if I just
said, “Relax and be yourself,” which is partly right. Add to that
“Do your homework™ and “Pick your battles,” and the picture is
complete. There is no substitute for being prepared. You must
know what the issues are before you can make an informed judg-
ment. Probably women will continue to work twice as hard as their
male counterparts to be prepared and to be good role models. While
there are so few female trustees, most.of us are sensitive about
being good ones. We will just have to live with this situation for a
while. “Pick your battles” is good advice to any board member, but
it is particularly helpful to women because it means knowing where
the action is. In a recent article in The American School Board
Journal (Doing, 1973) one woman board member was cited for her
“stick-to-itiveness” and was quoted as being proud that she “de-
voted months to a problem or project delegated to her because men
have wanted to move on to something clse.” Is she demonstrating
the virtue of “stick-to-itiveness” or has she been hunting sk yhooks
or left-handed monkey wrenches? In another issuc of the same jour-
nal (Mullins, 1972), a boardwoman claimed to have spent six hours
a day, five days a week, for almost four months visiting “each
teacher and classroom in our entire system of 3,000 students.”
Granted there may be more to these stories than is evident from

_ reading the articles, but these women board members may not even
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know where the battle is. When someone starts to butter you up
because “you do such a good job and have so much time,” start
looking around to sce whether your cfforts are being diverted from
the important action. If you can't find the action or decide which
actions are worth your time, you may wind up being a token
woman and not cven know it!

I care deeply about basic issues in the women's movement,
yet I know that I would reduce my cffectiveness greatly if I were to
pick up every piece of bait. I don’t really care whether I am called
chairman ¢r chairwoman. I do care that women have the same
opportunitics for advancement to administrative levels as their fel-
low professionals. I don’t care who opens the door. 1 do want the
door to the community college to he open to all who want to bene-
fit from its programs. I don"t consider it a personal favor if our
administration implements Title IX. It is 2 law which requires the
same implementation and consideration as any other state or fed-
eral regulation. I do care about good programs for all students. |
care about the trend toward collective bargaining. I care about
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affirmative action. I care about the same things men board members
carc about. In short, I am a person concerned enough about educa-
tion to do something I helieve is important.

- refercnces

Doing, L. T. “Women on School Boards: Nine Winners Tell How They Play.”
The American School Board Jourtal, Mareh 1973, p, 38.
- Mullins, C. “The Plight of the Boardwoman.” The Amcricen School Board
Journal, Febmary 1972, p. 29.

Joyce A. Smith is trustee and vice-chairperson
of the Johnson County Community College
in Overland Park, Kansas.




Accountability and self-cvaluation must be
considered a high priority by all trustees
if they are concerned about their performance.

self-evaluation,
key to accountability

charles h. polk
henry c. coleman, jr.

In community colleges, as well as four-year institutions, accounta-
bility is the new buzzword guaranteed to elicit a reaction. A recent
response came from Florida’s Department of Education, which
established new accountability standards for state community col-
lege presidents. Under the provisions of that regulation, district
boards of trustees are now required to evaluate the efficiency and
cffectiveness of their presidents and tell them what is expected of
them at the time of contract negotiations,

Because the Daytona Beach board belicves it is nccountnblc
to the citizens of its district, it was not content to be the only part
of the institution not evaluated at least once a year and therefore it
conducted its first yearly self-cvaluation in November 1975, With
the help of consultant Vaughn LaCombe of the University of Ala-
bama College of Education, the board developed and administered
its own cvaluation instrument, which js shown below, along with
the responses of the seven board members. The first twenty ques-
tions arc a modification of a questionnaire developed by the Florida
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Department of Education in a publication entiiled “Performance
Ex.pectations for Responsible Community College Trustees.”

self-evaluation instrument

1.

10.

1.

12.

13.

I have attended at least 80 percent of regular and called meet-
ings.
Always 6  Often _I Seldom ___ Never ___

- I have actively participated in at least 80 percent of regular and

called mectings.
Always 6  Often I Seldom __  Never __

-1 have participated in board and college assignments when

asked.
Always 6 Often_I_ Seldom ___  Never__

. I have maintained a constructive attitude toward the improve.

ment of the college.
Always 7. Often __  Seldom__  Never __

. I have been flexible about the acceptance of new ideas and the

impact of changing times.
Always 7. Often___  Seldom __  Never __

. I have supported the majority decisions of the board.

Always 6 Often _I_ Seldom ___ Never ___

- I'have adhered to the general structure of parliamentary proce.

dure.
Always 6 Often _1.  Seldom ___  Never __

. L have attended college-related activities,

Always 6 Often__  Seldom_1_ Never __

. I have participated in trustee organizations whose activities re-

late to my duties and responsibilities.
Always__ Often 2 Scldom 2 Never ___
I have recognized and observed my role as a policy maker and
left administration to the president and staff,
Always 7 Often__  Seldom__  Never __
I have reviewed appropriate sources of information before deci-
sion making when possible.
Always & ° Often 2 Seldom __ Never __
I have recognized the number one priority is-the student.
Always 5  Often 2 Scldom_ _ Mever ___
I have visited with colleagues and institutions to increase my
effectiveness.
Always 2 Often 5 Seldom __ Never ___
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14. I have cxercised discretion in dealing with sensitive matters,
Always 6 Often _1_  Seldom___  Never __ _._.
15. 1 have reviewed the audit.
Always 7 Often__  Seldom __  Never __

16. In all decisions relating to the expenditure of monics, [ have re-
viewed the financial reports in order to secure the maximum
benefits in the most cfficient manner.

Always 5 Often 2. Seldom __  Never __
17.1 have reviewed the position of the president as a means to writ-
ing the president’s contract.
Always 6 Often_1_  Seldom __  Never __
18.1 have made a continuous cffort to observe the Code of Ethics.
Always 7 Often__  Seldom __  Never ___

19. 1 have evalvated my role and performancc as a trustee t‘ns year

as 2 means to become more cffective next year,

Always 6 Often__  Seldom__ Never __ N/A_1_
20. I have kept informed on college af fairs and activitics.
Always 6 Often_1_ Seldom __  Never __

21. There is a clearly written and board-approved statement of pur-
pose for which the DBCC exists. .

Yes. 72 No__  Don’t Know___

22, Written statements exist which enumerate the statutory powers,
duties, and responsibilitics of the board members and the board
chairman.

Yes 6 No_l.  Don’t Know ___

23. Current written policics, consistent with statutory requirements

and relating to the purpose of the college, are in existence.
Yes 7. No__  Don't Know ___

24. A Code of Ethics has been established and adopted by the board
of the DBCC.

Yes 4 No 3  Don’t Know ___

25. There is a formal procedure for evaluating the impact of policy
and its relevance, which includes a provision for revision.

Yes 7. No___  Don’t Know ___

26. There is a strategy for longrange planning consistent with the
objectives of the DBCC.

Yes 6 No_l  Don’t Know __

27.The duties and responsibilities of the office of the presi-
dent were mutually agreced upon by the president and the
trustecs.

Yes 7 No___  Don’t Know___

39

29




30

28. Procedures have been developed which case the period of transi-

tion when a vacancy occurs in the office of the president.
Yes 6§ No_l  Don’tKnow ___

29. The board bases its continuing support of the president on his
exceution of the mutnally agreed upon duties and responsibili-
ties of his office.

Ye; 6 No__ Don’tKnow __

30. The president solicits appropriate counsel from the members of
the board in the exeeution of lis office.

Yes 5. No__  Don’tKnow _L_

31. The president’s counsel to the board is appropriate when sought
andfor volunicered.

Yes 6. No__  Don’t Know___

32. A formal evaluation of the board is conducted each year with
appropriate follow-up under the general ecordination of the
president and the board ehairman.

Yes 4 _ No 2  Don’tKnow ___

analysis

This instrument is clearly of the very simplest type. It was
designed primarily to stimulate thought among the board members,
thought that should lead to a deeper, continnous program of self-
assessment 50 that the trustees can he sure they are dealing effece
tively with their management problems. “In general,” wrote
Vaughn LaCombe, “the results represent a board that (1) under-
stands its role, (2) takes its job seriously, (3) supports its president,
and (4) is interested in the continuing development of 1he institu.
tion.”” The bouard members apparently agreed they were functioning
at the highest level in many ways, yet they did find several {laws.
They felt they could improve considerably by inercasing their par-
ticipation in trustee organizations whose activities relate to their
own duties and responsibilities; visiting colleagues and institutions
more often to increase their effectiveness; and establishing a code of
ethics for the institution. (In this case the board unanimnously
thought it was basically ethical, but noted that a formal code of
ethics had not been adopted by the board.)

Accountability and self-evaluation are not only “in,” but
neeessary for all trustees who feel a real coneern for their per-
formanee and for their relationships with their econstituencies. Any
policy dealing dircetly with a program should be assessed periodi-

RIC 36




cally to determine whether the program is in truth consistent with
the policy. If it is not, the board should determine whether the pro-
gram should be altered or the policy amended. A series of such
assessments results in a continuous evaluation of programs and be-
comes, perhaps inadvertently, part of the board’s continuous eval-
uation of itself. Other boards who wish to cvaluate themselves are
welcome to use or modify the instrument developed by the Day-
tona Beach Community College Board.

Henry C. Coleman, Jr., is chairperson of
the board of trustees of the Daytona Beach
(Florida) Community College District,
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“The old dichotomy between policy making
and administration no longer applies™—

the board and president must be
management partners, not adversaries.

building the
management team

. charles h. polk
vaughan a. lacombe
.jeanne goddard

Relationships between boards and college presidents are beginning
to parallel in many ways the adversarial relations of the faculty and
administration. Lack of trust, poor Zommunications, and the ab-
sence of role definitions characterize many of them. This situation
is not inevitable, but once it exists, it contributes to the nonreten-
tion of presidents (who seem to be in short supply, if one notes the
average presidential vacancy rate in American colleges and universi-
ties) and the frustrations of trustees. We believe that a consideration
of several points may help to promote positive associations between
college presidents and their boards and to clarify their respective
roles. To facilitate the use of these points as a checklist for trustees
and presidents, they are presented in the form of questions.

1. Does the board counsel its president concerning its evalua-
tion of his operation of the college, and docs the president counsel
the board, providing expert advice on its policy making? The
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board’s major responsibility—and its most difficult~is to hirc and
retain a president. The hest way we know to increase the amount of
time between those tempestnous periods when the board is search-
ing for a new chief exceutive is to establish a solid communication
base. The board that counscls its president but receives no feedback
or advice from him will soon become frustrated by the one-sided-
ness of their relationship and cease its counseling. "The president
who tries to advise and communicate with his board and is ignored
will soon be looking for greener pastures, for the burden of operat-
ing a college soon becomes too heavy if it is not shared. Thus, if the
board and president are to function as the smooth, coordinated nnit
they should be, they must inform each other of all actions that may
alfect the other. Otherwise, the commmnication links that bind
them will weaken, one will act without the other’s knowledge, and
the restilt will be an uncoordinated elfort. Enough disjointed move-
ment will eventually cause the linkage to break completely. The
result: a president resigned or fired who otherwise might have been
able to work with the board. Neither boards nor presidents are
mind readers; they must communicate in the normal human manner
or not at all. To assume that the president or board is so expert as
not to need advice and counsel could be fatal.

2. Do the president and hoard view themselves as adversarics
or partners? There is no room for adversary activities in board/presi-
dent relations. The old dichotomy between policy making and
administration no longer applies (if it ever did) cither in theory or
practice. Any attempt to draw a rigid line between them only inter-
feres with the partnership in management. Though the president
may be an administrator, he is also the board’s agent for achieving
its guals and carrying out its policy. Aud the board oversees and
evaluates the president’s exccution of these policies and plans.
Thus, board members are in reality part of the management team
and presidents take part in making policy. For hoth parties the
primary benefit of this partnership in management is its stimulating
effect on comnmunication. No longer does the president feel com:
pelled to hide information from the boards neither does the board
have to “‘pull ey ¢ teeth” to discover what is happening at the insti-
tution with which it is entrusted. When communication is open,
beards retain presidents.

3. Are presidents, boards, and individual trustees aware of
their proper respective roles? Some vverlap of the functions of the
board and president is necessary if they are to counsel eaclt other
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and be joint managers. At thc same time, the president, board, and
individual trustees must understand their separate roles. Individual
trustces must realize that, although they are entitled to great re-
spect, courtesy, and appreciation as a result of their position as
memnbers of the board, individually they have no formal authiority
except that specifically given themn by board by-laws or statutes.
Only as a combined board do they gc.»m the institutios..

Boards make policy, presidents implement it. A thin, gray
line exists between these two functions, the misunderstanding of
which causes most of the grief that boards and presidents experi-
cnce- The tinhappiness arises because the parties do not understand
their own or the other’s fnction and becayse thiey fail to recognize
that the linc is thin and gray, not thick and black.

4,15 the board seen as a *rubber stamp™? Boards are some-
times seen as mechanical bodies which knowingly or unknowingly
delegate most or all of their power to their president and then pub-
licly grant pro forma approval to the president’s every “request.”
Not only does this practice amount to an abdication of trust and
responsibility, an act tantamount to malfeasance, misfeasance, or
noufeasance, but it also can lead to further ianagement errors. The
board may circumvent the president and establish divect communi-
cation with other board employees to somchow “buy back™ a de-
gree of the respectability it has lost by its irresponsible delegation
of autliority and responsibility to the president. All the board really
gains by this circumvention is an employee who no longer is, or
feels himself to be, totally responsible to the chief exceutive officer
of the institution. If the president is to be held responsible for the
entire operation of the college, he must be able to have the em-
ployecs he hires feel completely responsible to him. When the board
does not fulfill its obligations, it is hampenng the president in his
exccution of liis now greatly incrcased tasks. When no one is will-
ing, or able, to assumc responsibility for the entire opcration of the
institution, its overall efficiency and effecuiveness are bound to
suffer. The antidote for this institutional poison is a healthy exer-
cise by the board and president of their respective powers.

5. Arc trustees really invohed in the institution? There are
some functions thai are more appropriate for trustces than for the
president to perform. But to be done well, these tasks require
trustees who are committed and imuohed. An example is repre.
senting the college in the federal and state legislative chambers. Be-
cause trustees are appointcd or clected, they are political actors,
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and thus they are particularly well suited to handle this job. In our
political system, the individual or organization is expected to pro-
teet its 6wn interests; no one clse will do it for them. If legislators

e hear nothing from an mslltullon, they assume that the institution
agrees with their jositions. Involved trustees can approach legis-
lators and “let them know different.”

6. Do trustees and presidents share a common objective m
their public relations efforts on behalf of the institution? It is ap-
propriate and natural for both board members and the president to
do public refations work, but they should agree on a common pur-
pose, onc that we belicve must revolve around and ultimately
benefit the students, for it is for them that the coliege exists. There-
fore, board and president must share an institutional perspective
rather than view their P.R. efforts as benefiting the faculty, admin-
istration, or other employees. Once consensus is reached, they ean
work in complementary ways.

7.1s there any mistrust between board and president? If
there is, the chances are a destructive adversarial relationship is im-
minent. The key to building trust is communicating and counseling;
boards must not be nept in the dark and presidents must be coun-
seled. The president has many opportunities to keep the board and
its individual members informed of the operation of the institution
and to indicate issues on which policy study and action are needed.
Perhaps the most formal way is by placing items on the board’s
agenda for meetings. In communicating with the board, the presi-
dent should understand the difference between providing informa-
tion on college operations, abdicating his administrative deeision-
making responsibilities, presenting policy alternatives to them for
their decision, and dictating policy decisions to the board. When he
i5 deseribing his execution of board policy, he is not presenting
administrative problems to them for their deciston. When the
board is making policy determinations, he sits with them as an
expert advisor, not as a decision-maker. .

The board also has many opportunitics to counsel with their
president concerning his management of the college. Certainly most
of this can take place informalily, but we also favor a formal, public
counscling and evaluation of the president by the board at least
once a year. This meeting sets a tone of openness and accountabil-
ity in this postWatergate era and lessens public mistrust as well as
mistrust between president and board.

8. Do the board and president allow the board’s political
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nature to cause problems in their relationship or do they use it to
advance the institution? The advantages must be taken and the
problems neutralized if the board and president are to function as a
team. The most significant benefit is the willingness of a board to
use its political clout to make things happen for the college. How-
ever, this advantage is only latent unless the board will function in
this manner and unless the president exercises educational leader-
ship in coordinating the application of this political power.

The most significant drawback of the board’s political nature
is the pocsibility of its being “captured” by special groups, such as
faculty unions, student organizations, or community influentials; or
of its knuckling under to demands from such groups for special
benefits that are not in the best interest of the institution. Boards
are political to ensure their responsiveness to the entire commu-
nity’s needs, so by nature they can mobilize countervailing forces to
prevent special groups from forcing their demands on them. A polit-
ically astute president can advise his board in this regard. Here, once
again, we want to emphasize the importance of communication and
counseling between president and board. This is the best way of
keeping their relations strong and cooperative instead of weak and
adversarial.

9. Does the president keep his board fully aware of trends in
education? Part of the president’s responsibility is to act as the
trustees’ primary educational advisor. For example, he showld ex-
plore with them the concept of the “new” faculty member and the
“new” student so that they can make enlightened decisions.

Having reviewed nine issues which influence the working rela-
tionship between the president and the board, we now return to our
main theme. To increase the cffectiveness of the presidents and
thereby retamn him, and to prevent the board from becoming frus-
trated, board/president relations must not be adversarial. Instead,
they mmst be strong and cooperative partners in management. If
they understand and carry out their distinctly separate roles, if they
communicate and counsel with cach other where their responsi-
bilities overap, they are well on the way to having an effective

{eam.

-
vo

37




|

Reasons for throwing out written policies

T ey : : ¥
- and creating an atmosphere conducive to
strong and innovative personal management.

policy development

b. a. jensen

“And God created organization and gave it Dominion over Man.”
That's the Genesis I, Title 3, Subchapter 280A, Subparagraph VII as
published quietly in the Federal Register—“Policies and Manage-
ment: The Trustees® View.”

Now that I have your attention, let me ask a question. How
many of you would prefer to manage a college without a formal set
of written policies? My college president has already had two heart
attacks, and if we were cver so unfortunate as to have him succumb
to another one, I'd like to head a list of candidates with those who
had sufficient confidence in their own managenal talents to be
willing to throw off the stifling shackles of written polivy—in the
form to which it has degenerated today.

Let me describe one such set of policies, the handbook of my
institution. It is a loose-leal compendivm almost two inches of
assorted wisdom (nonsense), restrictions, and restatements of the
faws of Iowa. It was produced at a tremendous cost in trustee, ad-
ministrative, and faculty time. There is not one iota of humor or
friendliness in any of its pages, so it’s no fun at all. It is supposed to
solve all college management problems and is considered by some to
be a model set of policics. It is used most frequently by members of
the staff who are strict with words. They are most often heard to .
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say, “It can”. be done, it’s not in the written policy.” These kinds
of people are readily identified by their singular lack of new ideas
and unwillingness 1o listen to the ideas of others!

My lack of affection for written policy was not always so. I
once was a baptized, confirmed belicver, one who often tried to
show trustees that they were just not quite apostolic if they didn't
write it down and set it aside. In 1952, 1 listened to the pcrsuasive
sales pitch of a policy handbook salesman and he did a marvelons
job of showing an lowa school board just how far behind we were
by not having a policy handbook. He pointed out that the wransi-
tion from the educational backwoods would be quick, and painless,
too—becanse his publisher just happened to have a set of basic poli-
cies which would be an excellent starter for us, and he would be
happy to scll it to us. lle asked only onc thing on our part -it was
almost nothing—just send them a copy of every new policy we de-
veloped or any revision of the originals. After all, we would really
be helping other less far-sighted boards by contributing to their
policy handbooks. I’'m told his publisher made a pot full of money
before they [inally went belly up. My status as a believer lasted
until I began to see written policies become almost totally alike all
over the vountry. Management inbreeding seemed to be the cause,
and those of you who are students of genctics know what kind of
offspring result from y00 much inbreeding.

Written policy 10day is the outgrewth of discussion by admin-
istrators looking for new tools of management—ways to Keep nosey
“rculty and probing trustees at bay, ways to even out thc bumps
and ruts along the road to administrative heaven. All very landible
aims, but the policy was implemented too often for the sake of the
system rather than for management resnits. The results are abso-
lutely frightening. We are smothered by a huge shell of oversimpli-
fied rules and regulations which tend to stifle every new manage-
ment thought which is expressed by good administrators.

But all is not lost. The teacher unions just love written pol-
icy. The more detail, the better they like it. It is a perfect organ for
hog-tying and restricting management in the collective bargaining
process. It puts presidents and trustees in a management vise from
which they cannot escape, and the vise will be tightened by cach
negotiation. If you doubt this, then try pntting out the word that
you intend to dump your policics. You'll get reaction, and quickly!

laving confined my remarks almost exclusively to policy, I'd
like to say a few things about what management can be like without
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the tight wrap of written policy as it exists today. First of all, it's
important to reaffirm that we are talking about the management of
a community college—a phenomenon hardly old enough to be
ranked as an institution. It is an educational situation which
changes, or should change, continuously, a situation in which we
can and must deal with the futwe every day. The college can help
to provide the “good life” for an increasing number of people if
only we remain pragmatic, instead of becoming altruistic; humble,
instead of omnipotent and unapproachable.

Successful management of the community college must
surcly begin and end with a deep and abiding concern for, and
knowledge of, the people who will be served-an understanding of
the broad diversity of background and yearnings of the students,
and a sincere desire to help them achieve their aspirations. What 1
have in mind is a management which counts its successes in terms of
individual achicvement, rather than just counting F.T.E. increases
and measuring budget expansion.

I believe good management begins with picking the right top
man and then adopting something like the simple statement of re-
sponsibility which guides the trustees of Harvard University: “Our
responsibility is to see that the institution is well run, and not to
run it,” If the trustees can pick the right man and let him run it,
and if the president can run it and keep his board well enough in-
formed that they will let him run it, then both president and board
will have discharged a major portion of their responsibility and have
laid strong foundations for a successful management effort. With
that kind of foundation, most of the policy handbook can be tossed
out. 1 lock at this management business asa team undertaking, but
the kudos for it should go to the president. Of course the president,
if he is smart, will probably pass it down to his stalf and faculty if
hie wants it to continue.

What kind of a person is this right kind of president? Really
you just ean’t tefl by locking at him. He comes in assorted sizes and
shapes—with or without hair, with or without a doctor’s degree, but
always with a large measure of understanding of the individwal and
his nceds. He is never without compassion. Probably he is not a
great scholar in the truest sense becanse he would not have had time
to develop into that form of stagnation. He does not have a pat
answer to alf the managerial problems of the day because he realizes
there are already too many educational orthodoxies imposed on
people. He may very well appear to be different, which is another
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way of saying he knows the valne of being somewhat burcaucrati-
cally maladjusted. He has a peculiar ability to pick out winners who
want to win. He points out the mission and then crcates an atmo-
sphere where those winners can achieve his goals withont the presi-
dent’s having to do their work for them. He is willing to ict them
make mistakes and has the ability to point out how their errors can
be turned into future success.

This right kind of president has an abundance of confidence
in his ability to manage, but doesn’t let it hang on his sleeve, He
understands {inance, the use and leverage of mouey, and he prob-
ably is vonsidered a tightwad by those who believe in the “ask and
it shall be given” method of allocation. By the same token he may
be considered okay by those who espouse the “prove it and 11l lind
it” method. This president is probably a funlo:ing person because
he is first of afl a very human being, but he believes in performance
and I mean excellent performance. He’s the sort who can say to a
subordinate, “If you can’t do it excellently, don’t de 1t at all, be-
cause if it isn’t excellent, it won't produce Tun; and if it won't do
that, what the hell are you doing here?”

What I've described is almost a “fly by the seat of his pants”
manager, a man who doesn't want his job overdescribed for him by
a set of policies written years ago by people much less capable than
he is. If this right kind of management specialist is hired, what's left
for the trmmstees to do? The answer is not a cop-ont for them~a big
job remains. The board has not only to provide the platform from
which this man can manage but to keep it in good repair, because
there are many who will tear it down, some out of ignorance, some
out of slothfulness, some out of malice, such as the AFT and the
NEA.

The differenc e between negotiating with the building trades,
as I have for twenty-five years, and negotiating with teacher unions
is this: after I've received sufficient raving and cursing and insults
from bricklayers or teamsters, we finally arrive at an adjustment for
the next year, and they go back to work. They don’t want to run
my business. The reverse is trne for the teachers. They have stated
publicly that their aim is to make the policies first, and the salaries
will follow automatically.

The board’s job is a big onc. It involves a new word—mili-
tancy. It imolves a continuing fight at local, state, and national
levels to preserve not just the management platform but the whole
wonderful concept of cducation called the community college.

4%




Trustees are probably not really very well prepared to do this job
when they first come on their boards. However, they can do some-
thing abont it. They can attend conferences and seminars and con-
ventions, expose themselves to the ideas of other trustees. But a
word of caution: they would do well to act like kids In a candy
store which hands out samples, tasting a bit of everything but not
buying it all. They can probably make some just as good when they
get liome.

If I've come on strangely and strong, it’s not a mistake. If I
have projeeted the thonght that management by personal style, by
personality and {lair, is more important than management by the
numbers, then I have made the points I intended to make. In this
overburcaucratized society of ours, we desperately need outstand-
ing individual leadership if we are to escape the waves of conform-
ing medioerity. 1, for one, am willing and cager to defend my posi-
tion against the jeers of those who can’t stand the refreshing breczes
of new and changing ideas. l

I challenge you to start a revolution in management. Throw
out your written policies and instead adopt some goals for the insti-
tution you serve. Change your top manager, your president—and 1
don’t mecan firc him, except in the rarest of circumstances. I mean
give him the piatform from which to operate. Create an atmosphere
which is conduecive to strong and innovative personal management.
If he’s worth his salt, and he probubly is, he will surprise you with
his blossoming. If he doesn’t, then it’s time pcrhaps to discuss
where and how changes must take place, either a new president ora
new board.

You’ve got a good thing going for you. You’re on the board
beeause you want to be, because yon want to serve, or at least you
should want to. If not, then both you and y our eollege have a prob-
lem. If you want to serve and are willing to leam more about that
service, if yon are willing to understand your role as a board mem-
ber, willing to let your president manage and hold him accountable
for the management, then we can look to the future of your college
and minc and ke what we sce.

B. A. Jensen is a trustce of Kirkwood
Community College in Cedar Rapids, Iowa.
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As students, faculty members, and the public bring
more suils, trustees must become aware of potential
legal problems and secure competent legal advice.

the law and the board

george e. potter

Few things arc more important in managing a college than under-
standing how the law affects its governance. One reason is that our
complex socicty seems to requirc more and more laws to regulate
the actions of jts members, Another is that a growing number of
people are’ resorting to the courts to redress their grievances, as is
evident from the considerable publicity given to the increase in liti-
gation and the crammed court dockets. A third factor is the tend-
ency of courts today to become legislative bodics. The law in Amer-
ica is based on the English system of common law in which the
courts develop legal principles to deal with the problems of socicty.
As new problems arise, new principles are developed; but the old
principles remain part of the common jaw and are followed by the
conrts. The legal term for the latter is stare decises or precedent. It
was generally the rule that once precedent was established, the
courts followed it and left it up to the people or the legisfatures to
enact statutes or constitutional amendments in derogation of the
common Jaw. However, in recent years the courts have grown im-
patient with the legislative bodies and are overruling common law
principles all the time. Principles that have been established for
hundreds of years are suddenly no longer guiding our socicty.

All three of these factors are making a knowledge of the law
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more important than it has ever been in the history of education.
Every year literally dozens of laws arc introduced in state legisla-
tures which directly or indirectly affect colleges and universities.
Every year more citizens, more students, and more faculty members
are seeking to redress their grievances in court. It seems that stu-
dents and faculty members sce a violation of constitutional rights in
every action of an administration or a board with which they dis-
agree. It seems that citizens in general are no longer likely to accept
the actions of their government without challenge. So although edy-
cators need not necessarily become lawyers, they should at least
gain a working knowledge of educational law and learn to recognize
potential legal problems before they develop into actual litigation.

student litigation

ERIC
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Suits brought by students greatly outnumber those brought
by faculty members and members of the public. They are challeng-
ing rules governing speakers on campus, the distribution of Ltera-
ture, the solicitation of funds, and on campus demonstrations, as
well as rules requiring living and cating in college facilities. Suits
have been brought by females insisting on their right to participate
in male athletic programs or demanding the development of a broad
range of female athletic programs. Nonresident tuition charges have
been challenged as a result of both the eighteen-year-old vote and
the increasing use of cighteen years as the age of majority. This last
issue probably will not be as important in the community college
movement because most of our students live within onr districts.
But for those institutions that have dorms or have a great number
of nonresident (out-of-district) students, this is a potential legal
problem. We may reach the point where all students will be local
residents.

Surprisingly, students have also sued over disruptions on cam-
pus which interfered with the educational process. They have
sought injunctions against curtailing classes because of disruption,
and in a couple of instances, students have tried to get refunds of
tuition because they didn’t get what they paid for. Unfortunately
for the students, the courts have tended to rule against them in the
latter cases, but only because their eduication was interrupted only
bricfly. If the disruptionis 1ore than brief, the college may have to
make such refunds.

The denial of academic degrees is another subject of litiga-
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tion. In one case the court found that the student had been led
down the primrose path becanse administrators had made him think
he was on proper course toward receiving a degree, but when he had
completed two years (in a community college), he was denied the
degree because he hadn’t conformed to all the requirements. How-
ever, the courts have generally upheld colleges’ denial of degreesif
there has been any reasonable basis for the denial.

A great many lawsuits have concerned the regulation of stu-

- dent newspapers—censorship, dismissal of editors, refusal of an
administration to allow them to accept certain ads, a college’s at-
tempt to convert the newspaper to an instructional tool. If student
funds are used, particularly funds allocated for student activitics,
then little control may be excrted over the student newspaper.
That’s clear from the various court decistons.

There has been litigation over discontinuing food scrvices,
not recognizing student organizations, and not allowing students of
one sex to enter a college limited to the opposite sex. Students have
sucd for damages resulting from injuries sustained while in school,
and from disclosure of confidential information, They have sued be-
cause of scarches of their cars, their lockers, or their persous by
school authorities. And dress codes are being chalienged right and
left. .

The courts have not been uniform in their holdings in these
cases. They have, in fact, ruled differently in different states and in
different federal districts. However, there seems to be a common
thread rurming through all the decisions: boards and administrators
have comprehensive authority, consistent with fundamen tal consti-
tutional safeguards, to prescribe and control conduct in schools.
Further, they have the responsibility to control and regulate what-
ever behavior of students tends to impede, obstruct, or threaten the
institution’s educational goals.

However, their authority over the students, while comprehen-
sive, is not absolute. Rules regulating speakers, distributions of
materials, and so forth, are permissible, but they must be reasonabie
and not violate the student’s constitutional rights. The criteria for
allowing or denying a request must be specific. An cxpeditious
review procedure must be available in the event the request is
denied. Finally, aithough disciplinary action against students is an
inherent right of an institution, due process must be followed at all
times. What constitutes due process varies with the severity of the
disciplinary action. If a student is given a lengthy suspension or is

5¢




48

expelled, he must have a hearing, an opportunity to confront wit-
nesses and be represented by counsel, and a right to introduce evi-
dence on his own behalf.

The best advice is to follow what we have done on our own
campus and what most other community colleges are doing: repeal
your dress codes, repeal your regulations on the distribution of lit-
erature and on speakers, and be hard-nosed on those things that
count. On our campus, dismipticn of a speaker’s talk, disruption of
the educational process, or camrying fircarms means immediate
expulsion. There is no compromise. However, we do not regulate
what students wear, what they do off campus, or their advocacy of
political views. We fecl that a frec exchange of ideas must be earried
out on a college campus.

One of our rules has been particularly effective. Any student
who is <onvicted of violating the law while on campus is automati-
cally expelled without further heasing. Students have cried that this
action puts them in double jeopardy. But punishing them in 2 col-
lege administrative proceeding as well as in a court does not ercate
dbuble jeopardy. Due process is observed by the court, and the due
process requirements of a college proceeding are much less stringent
than thosc of a criminal proceeding. Consequently, we have taken
the position that the student is not going to get two hearings. Ex-
pulsion doesn’t preclude readmission, depending on the nature of
the offense. ’

Follotving student disrnptions, a rash of laws were passed by
state legislatures regulating conduct on campus. And of course,
every state has trespass laws. Both of these kinds of laws have useful
purposes, but they are quite technical, so if you think you might
have occasion to invoke them, insist that your administrators be-
come acquainted with them. Many cases have been lost not because
the law wasn’t heing violated, but because the administrators were
not acquainted with its technical requirements.

faculty litigativn

Of the cases recently filed by faculty members, more than 90
percent have involved dismissal—outright firing, failure to rehire
probationary teachers, compulsory retirement, and other actions
that resufted in the teacher's loss of a job. The law on these issuces is
not very clear. If they have tenure, of course, you have to establish
good cause, and even if they don’t have tenure, you may have to
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cstnblislf’godd cause. If they’re on probation, you generally don”
— - need géﬁd cause to dismiss them.

These and other kinds of legal problems with tcachers are
definitely on the rise. The reason is simply that more and more
states arc enacting public employee coliective bargaining laws.
These require public employers to recognize any wnion whose mem-
bers form a majority of the employees within a certnin bargaining
unit; the employer must sit down and bargain in good faith with the
union and, if agreement is reached, enter into a labor contract.
These acts traditionally are modeled aficr the National Labor Rela-
tions Acl and contain the following elements: (1) they affirm the
right 2f employees Lo join labor orgawizations; (2) they specify elec-
tion proceedings for the determination of an exclusive bargaining
representative for an appropriate unit; (3) they require the em
ployer Lo bargain in good faith; (4) they prohibit interference or
discrimination by th~ employer because of union activities; (5) they
provide the emp.oyec. and sometimes the employer, with remedies
for unfair labor practices; and {6) most prohibit strikes.

Already we have had suits Lo determine whal conslitules a
strike. A New York court said that a mass resignation is a strike. A
New Jersey court hield that a blacklisting of a school district by the
NEA constitutes a strike. In Michigan, although it is illegal to strike,
the Supreme Court said that it would not allow an injunction order-
ing the teachers back to work unless the schiool could show irrepara-
ble harm to the public.*Consequently, most courts in Michigan have
been reluctant to enjoin strikes.

State labor relations acts set up several methods for resolving
conflict. Strikers may be punished throngh vohwtary or mandatory
sanclions by the employer, bt frankly, both of these measures
have been notably unsuccessful. Some states are allowing a limited
strike, a strike by public employees whose work does not involve
public safety. They recognize that prohibitions against strikes just
haven’t worked. Labor relations acts also provide for handling con-
flicts with “bargaining aids.” Mecdiation occurs when a state-
appointed mediator comes in and tries Lo resolve the dispiue be-
tween two partics. Settlement is cntirely voluntary. Another aid is
called fact finding. It involves the appoiniment of a suppousedly dis-
interested person by the state labor board who comes in, lakes testi-
mony, receives evidence, and then finds facts, rendering his findings
in some sort of impartial judicial atmosphere. Generally the result is
an attempt to compromise the two positions rather than an objec-
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tive finding on “facts.” A third bargaining aid, compulsory arbitra-
tion, isn’t required by most state acts, except possibly for cases
involving policemen, firemen, prison guards, and similar employees.

Prepare yourself to deal with nnions. If your state has a pub-
lic employee relations act reguinng you to recognize and bargain
with employces” unions in good faith, then 1 suggest that you
acquaint yourself with the law in this arca.

other parties seeking litigation

Although taxpayers have shown less inclination to sue the
government than students or faculty members, there have recently
been several taxpayer suits questioning the validity of millages and
bond issues. And there has been a rash of suits lately by the news
media demanding information relating to employees® salaries, stu-
dent organizations, and the like. Courts generally have held that
information on salaries, fringe benefits, hours of work, and similar
mat:ers is public and must be disclosed. Exclusion of the public
from the campus is the subject of several cases. Some of these have
ansen when nonstudents came on campus and were charged with
trespass violations. In other instances, rules keeping the public off
some campuses have been challenged. Another interesting case con.
cerned segregation. A Virginia federal court bloched the conversion
of a community college to a four-year institution, finding that the
change was proposed solely to allow the college to compete witha
previously all-black public college (4-year) nearby.

In summary, public litigation, that is, suits brought by mem-
bers of the public other than students and teachers, has not been
common in recent cowrt history and is unlikely to increase very
much. What is going to increase a great dea! in the ncar future is
faculty litigation and, specifically, cases arising from collective bar-
gaining with employees,

recommendations

First, learn to recognize potential legal problems and even
anticipate statutes and regulations which might affect y our opera-
tion. In other words, set up a sort of an carly warning system and
become as competent as you can on the subject, but don’t consider
yourself as good as a fawyer. Many trustees have gotten into trouble
because they didn't consult a lawyer. The law is not black and
white, it is very gray, and it is not an exaet science, but an art.
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Sccond, employ competem coimsel. Make sure thai 1he rules
and policies tha your board intends 10 adop are firs1 examined by
your lawyer. Generally, it’s best 10 employ a {irm rather than a
single a1torney. The legal profession continnes 10 have its head in
1hc sand, preiending 1har all lawvers are able 10 handle all kinds of
law, bu1 you don" have 10 accepr such nonsense! This profession is
as specialized as medicine, and one practitioner cannor be com-
peient in all fields. I you have a one- or two-man firm 1hat is pres-
ently represeming your college and doing a fine job, cominne 10 nse
i, However, you may ger imo specialized matiers, like labor issues.
At 1hat poing, insist 1hat your firm recommend an associate who is
expert on thar subject. lliring compeiem counsel will save you
money in the fong run.

Finally, don™ think that whar happens in the courts is all-
imporiam. The stanues enacied by your staie legislarure and by
Congress, and the rules and regularions adopred by your various
stare and federal agencies, will have a greater bearing on your insti-
tution than conrt lecisions. Yon can win an inning in coun and lose
the whole ballgame in the legislature. So organize effeaively on the
stue level, Sharpen yonr political skills. Don't hesitate 10 lobby in
the legislaure, Congress, and the varions siaie and federal agencies.

If you develop a working knowledge of the law, employ and
use comperem counsel, and do your homework m ihie legislaure
and agencics, 1then yon'll genetally avoid legal problems. if yon do
none of these things, you're headed for disasier and you’d betier
budger a good share of your funds for legal expenses to get yon owm
of the troubles you are going to be in.

it
”ﬂ

51




_'—

A case study analysis of the effects of stress
on the members of one board’s bargaining team.

preparing for
collective bargaining

richard a. gardiner

In January 1969, the Community College of Phifadelphia {CCP)
entered into collective bargaining with Local #2026 of the AFT,
and a year later the institution’s {irst master contract with its fac-
ulty was ratified. Since similar actions are taking place with increas-
ing regularity around the country, I think it is enlightening to look
at their causes. At CCP, unionization seemed to be the result of
shift from a liberal arts emphasis to 2 comprehensive community
college orientation and a corresponding change in administrative
style. s

At its inception in 1965, the college was generally perceived
by administrators and faculty alike as an institution for teaching the
liberal arts. But apparently, preparation for and the actual experi-
ence of a 1967 Middle States Association accreditation cffort
directed the attention of administrators and trustees to this liberal
arts bias, and they subscquently decided that the concept of a com-
prehensive community college was more suited to their rapidly
growing institution. Believing this change to be an entirely legiti-
mate step in the college’s development, they moved strongly to
implement it between 1967 and 1969. Simultancously, what
scemed to have been a collegial relationship with the faculty was
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eroded when the board and president became increasingly firm in
their commitment 1o this educational principle. Whereas the faculty
lad had autonomy and the freedom 1o make decisions at the de-
partmental level, they now perceived & move toward centralized
decision-making. They resented what they regarded as an invasion
of their professional rights and responsibilities —to which they had
been comfortably accustomed. Accordingly, as administrative lead-
ership became [irmer, so too did faculty resistance. By 1969, their
positions werce polarized, and only two specific issues—the depart-
ment head issue and the October 15 moratorium-1were needed 1o
catalyze the formation of the nnion.

Serving at the tine as the assistant 1o the president for per-
sonnel relations, T was the president’s representative at the table for
the final sexen months of the negotiations. The board’s chief ncgo-
tiator was a professor at a local nniversity school of business and a
widely experienced public school negotiator. e was assisted by a
prominent Philadelphia labor relations attoiney both shilled and
experienced in private sector negotiations. The board team was
completed by the CCP business inanager and a number of tempo-
rary members drawn from the 1op echelon of the college adminis-
tration.

By the time negotiations began, the college had more 1han six
thousand students, approxinately two hundied faculty and stafl
members, and a board of trustees appointed by law by the may or of
Philadelphia. The nature of the trtsices” inv ol ement in the bargain-
ing experience can be summarized as follows. At some poing, an
assumption was made—or was at least allowed to evolve vperation-
ally —that the bargaining would be handled largely by 1he adminis-
tration, using hired proflessional negotiators. The board’s participa-
tion would be minimal undil 4 crisis should vccur or the final con-
tract was ready for approval. Thus, all preparation and planning was
done vnly by administrators and prolessional negotiators, while the
Board was “'Kept infonined.”

The minutes of the proceedings demonstrated this approach,
showing heavy board involvement when the st strike was threat-
ened in March 1970 and when ecach of the three actual strikes
ocuurred in September, October, and December of that year. By
contrast, the first two drafts f the board position that were pre-
sented at the bargaining table had been produced by the profes-
sional negotiaurs in consultation with ke administration and had
never been approved by the board in either substance or concept.
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the study

After the negotiations were over, 1 felt it was important to
amalyze the cffect of this pattern of board involvement on the deci-
sions that were made by the board, administrators, and professional
negotiators during the bargaining period, especially because in many
instances the decision-making process was characterized by a great
deal of stress, tension and disharmony. And CCP administrators
alleged that these conditions had a negative eflect on the substance
of the decisions reached and ultimately on the contract itself.

T+ examine this pattern, I wsed a case study approach and a
modificd social systems analysis. The trustees, administrators, and
external agents {the professional negotiators and the legal advisor)
were conceptualized as exclusive and discreet components of a
system which reccived fputs from the faculty federation in the
form of demands, acted on these demands by converting them to
decisions, issued these decisions as oulputs which in turn served as
feedback to the federation, triggering new demandsfinputs, and so
on. My analysis of the operation concentrated on cight significant
conversion decisions, which were subjected to two questions: How
was the final decision reached? And who influenced whom in mak-
ing it?

The criteria for selecting these cight decisions evolved di-
rectly from the cvents which transpired during the negotiations.
Specifically, fonr critical situations imvolving threatened or actual
strikes were documented. They were viewed as critical because in
cach instance the normal functioning of the institution was directly
affected by and contingent upon the outcome of the board/admin-
istration conversion of faculty demands to outputs. At no other
points jn the bargaining process were institutional operations thus
threatened.

In cach of these four situations there was an easily discernible
pair of key conversion decisions by the board and administration.
The confrontation decision was the one which when expressed as
owput provoked a strike or the threat of one. The resolution dect-
ston, expressed as output, settled the confrontation—in one case it
averted a strike and in the other three it settled a strike already in
progress. A brief description of the substance of these four critical
situations will be helpful as background.

Critical Situatton 4 {unit determination} involved the basic
issue of whether department heads were to be included in the bar-
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gaining unit. The faculty organization adamantly demanded their
inclusion, and the boardfadministration team just as adamantly
opposed it. The faculty organization threatened a strike unless their
position was upheld. A compromise agreement averted the strike.

Critical Situation B {the art aide issue) centered on the fac.
ulty group’s contention that an art aide whose service had been
terminated by tlic administration on the grounds of reorganization
prerogatives had been unfairly treated and should be reinstated. The
administration refused, citing its managerial right to reorganize the
college. The faculty organization called a meeting for the morning
on the day the college was scheduled to open. The board /adminis-
tration then refused to open the college. The beginning of the fall
semester was thus delayed by some three weeks as a result of the
first strike by the faculty union. Agreement was later reaclied by
both parties before a judge in chambers.

Critical Situation C (the second strike), according to the fac-
ulty organization, was caused by the absence of movement by the
board team on substantive issues, a contention bitterly disputed by
the latter. This strike lasted only one day and was again resolved by
agreement of both parties before a judge in chambers.

Critical Situation D (the third strike) again involved the
alleged absence of significant movement by cither team according
to the other. An important new clement in this strike was the fact
that by virtue of the second agreement before the judge, the college
was legally ut.able to secure an injunction, and the strike itself ap-
peared legal under Pennsylvania Act 195. This strike was settled
some six weeks later when the master contract was signed by both
partics.

My analysis of the decisions made by the board team revealed
that in cach of the four situations the team members were unified
in their views leading toward and their support of the confrontation
decision. But in deliberations before the resolution decisions, con-
ducted as they were under pressure, a highly stressful polarization
developed between the administrators and the extemal agents, and
the board was forced to choose between them. The pattern is exem-
plified in the following discussion of the substance of the resolution
decisions.

In Situation A (March), the professional negotiators were suc-
cessful in persuading the board to compromise its confrontation
decision by agreeing to negotiate the duties of department hieads in
a scparate “sidedbar” session. The administration was never per-
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suaded, but its objections were to no avail. Sitnation B (September)
saw the professional negotiators again successful. They persuaded
the board to reinstate the art aide, giving her a “*suspended service”
status with full pay; her complaint was eventnally to be settled via
the negotinted grievance procedure. The adrainistration never
agreed with this resolution and fought vehemently against it. Ulti-
mately, the board-approved resolution was actually reached by the
legal counsel before a judge in chambers and apparently without
further discussion with the board or the administration even thotigh
the situation was entirely different at that point because of the
newly initiated student injunction proceedings which bronght the
partics to court.

The resolution of Sitnation C occurred when the legal coun-
scl and one professional negotiator agreed, again before the judge in
chambers and as a result of another requested injunction, to com-
press the time period required by P.L. 195 for the use of impassec-
reducing mechanisms. They also agreed to waive the college’s right
to seck an injunction against a strike under the “clear and present
danger™ provision of the law in return for a faculty return to work.
This agrecment rendered a strike by the-faculty, should onc occur
after the agreed-upon time period had expired, entirely legal; it also
rendered the college legally powerless to stop such a strike. This
resolution decision was reached unilaterally by external agents,
again with no apparent authorization from or communication with
the board or the administration.

The resolution decision in Situation D was madc when the
professional negotiators were successful in persnading the board to
ratify the contract again over the continuing objections of the ad-
ministration.

Additionally, the analysis indicated that the infinence of the
external agents was not limited to resolution decisions. Increasingly,
as the bargaining wore on, the president and his chief administrators
saw their positions and recommendations disregarded by the board
in favor of actions supported by the external agents. In the final
two months, this pattern was evident cven in relation to the crucial
matter of bargaining latitudes, that is, what subjects were negotiable
or mentionable and how far (e negotiating team could move to
effect scttlement. Again in these cases, the negotiators presented
their views and recommendations, the administration objected and
presented counter-proposals, and the board followed the negotia-
tors’ recommendations.
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conclusions

All evidence points to the inescapable conclusion that control
of the decision-making process in the boardfadministration team
was gradually and imperceptibly assumed unintentionally by the
extemal agents. As a result, the major critical decisions, although
authorized de jure by the board, were actually reached de facto by
the external agents. This unintentional assumption of control over
the decision making that was the major cause of stress among the
three constituencies, although the situation was not clearly under-
stoud at the time. All the administrators involved in the proceedings
sensed that something was amiss, but none could precisely identify
the problem because of such close and emotional involvement.

The stress scems to have been created as follows. By extract-
ing bargaining latitude from first the administration and then the
board, the external agents evidendy threatened the institutional
status quo even more than the collective bargaining itself. Their
capacity to threaten is probably explainable by the fact that they
actually did link the board and administration directly to the bar-
gaining table. In any cvent, the administrators characteristically
tricd to protect their coveted positions and became increasingly
mistrustful and resentful of the external agents, while the lay
trustees were placed in the uncomfortable position of having to
choose between the two.

As we have seen, this pattern of decision-making became
entrenched and it reinforced the generation of stress. Every time
the professional negotiators were successful in influencing the
board, the administrators’ resolve to resist the next attempt to
erode their prerogatives and positions stiffened and resentiment in-
creased. The tragic fact is that both were motivated by a perfectly
defensible rationale: the administration sought to protect the insti-
tution; the external agents had to have bargaining latitude to attain
compromise and reach settlement.

Ther : were several reasons for the lay board’s consistent sup-
port of the external agents. Fivst, suprémacy in oratory and persua-
sion clearly belonged to the professional negotiators, one a shilled and
articulate labor relations lawyer, the other a polished and urbane
college professor. Here was definitely a case of “no contest.” Sec-
ond, the trustees, many of whom had been associated with the col-
lege since its creation, were laudably committed to the education of
the CCP students. Most important, however, the board’s response
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was dircctly affected by the ad hoc, crisis-oriented nature of its par-
ticipation in the negotiations. There js no cvidence that systematic
planning and preparation, involving trustees, administrators, and
external agents, ever occurved. This is not surprising, given the
board’s inexperience and the many demands on their time. It is
accurate to state that throughout the proceedings the trustecs werc
directly involved only during periods of crisis.

As a result, then, of this lack of preparation as well as a keen
sensitivity to its responsibility to keep the college in operation, the
lay board, besicged by the external pressure surrounding strikes,
student sit-ins, court injunctions and appearances, and the dissatis-
faction of the mayor and councilmen, was most vulnerable to the
oratorical and persuasive skills of its negotiators.

Following completion of the negotiations, I was quite
tempted to oversimplify and state that the stress and jts causes,
both personal and situational, had had a negative effect on the con-
tract, rendering it far more liberal and institutionally damaging than
it would have been otherwise. Indeed, this was generally the admin-
istrative view following contract ratification. However, the available
evidence does not sustain such a conclusion. Other than conjecture
there is no basis for comparison, because no positional agreements
existed other than those negotiated. It would be equally inaccurate,
however, to suggest that the decision-making process was not ad-
versely affected by the stressful conditions.

During collective bargaining, as Howe (1973, p. 17) suggests,
the board and the administration ideally should agree on substan-
tive positions, bargaining limits, and the like, so that the board team
may mect the challenge to the institution as effectively as possible.
Clearly, in the CCP experience, harmonious relations between the
trustees and the administrators existed for the most part only in
reaching confrontation decisions. When it came to resolutions, the
administration was openly abandoned by its board. To suggest that
this absence of support was received by the administrators cven
passively is absurd. Early frustration turned to perceivable bitter-
ness as the bargaining drew to a close. And these {eelings prevented
the effective use of their intelligence and insight. A delensive self-
protective stance and a stressful atmospliere are seldom conducive
to creative problem solving and decision making.

With regard to velations between the board members and the
external agents, it is likely that their decisions were also affected to
some extent by the stress situation. Although the substantive deci-
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sions might have been the same, the effects of oratorical skill and
persuasion might have been less had adequate planning, preparation,
and discussion replaced the ad hoc, crisis approach to board partici-
pation. In general, then, stress in the authority system resulted in
part from the nature of the trustees’ involvement and negatively
influenced the decision-making process in that it closed off some of
the human resources among the administrators and perhaps the
board members, resources which certainly would have been helpful
in responding to the challenge of collcctive bargaining.
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Effective board members understand and are
involved in politics at all governmental levels.

trustees, lobbying,
and legislators

walter b. calvert

Just as our education as trustces does not begin as we enter our
building doeors, neither does it end as we leave our respeetive board
meetings, because continuing education is an important ingredicent
in our continued success. One of our “required courses” should be
on political knowledge and involvement. We will be more cffective
if we understand and appreciate the cfforts of various politicians
and lobbyists and learn to work with legislators at all governmental
levels. The media do not always bring out the actual story of these
efforts because they are concerned with presenting sensational
news. For example, onc newspaper I know used to publish a run-
ning report on the number of minutes the legislature was in session
each day, which led people to believe that legislators only work
during the actual sessions. The truth, of course, is that they spend
many 'long hours outside the chambers attending meetings of all
types and doing rescarch. Even the hours in caucus are a very neces-
sary part of the legislative process. It is just as ridiculous to say a
legislator works only when he is in session as it is to say a teacher
works just in class, or the dergyman when he preaches Sunday
morning, or the newspaperman while the presses are rolling.

Now what about lobbyists. Lobbyists are people, they are
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human beings and they are eitizens. In Wisconsin, by law, all lobby-
ists are registered and they represent only legitimate businesses and
professions. As authorities in their respective ficlds, lobbyists are
neeessary, because a legislator cannot possibly be an expert on
everything. When he has more than two thousand bills to consider
cach session, he cannot possibly be well informed on all of them.

After your faith has been restored in your duly elected repre-
sentatives and your lobbyists, establish rapport and keep in touch
with them. Write to them often and express your opinions, but bet-
ter still, personally eontaet them and express your views. Attend
the public hearings whiclt are lield for all signifieant bills and make
your views known. If it is not possible to do that, register for or
against the pending bills. If the legislator from your distriet is on
the committee, he is glad to have youw attend the hearings and hear
your presentation, as well as to ask your opinions. He, of course,
might also like to give yon his views. Finally, after the vote is taken,
even if your legislator did not vote the way you thought he should,
judge his value as a legislator on his whole record, not on one or
two bills.

Do not overstress the so-called roll calls of legislators. Some-
times a newspaper or a special interest group obtains the roll calls
on a few bills and rates the lawmakers according to the way they
voted on bills that the group thinks are important. I believe thata
voting record on ten to twenty bills out of two thousand is not
neeessarily a reliable test. What one person or group considers im-
portant might, in the opinion of another group, be against the gen-
eral public interest, which is what the legislator must consider.

I realize it is more difficult to contact and meet with your
congressional representatives. But the trustee has an effective execu-
tive director in Washington, and when he makes a personal contact,
you are effeetively able to exert pressure on your representatives.

Invite your local state legislators to meet with your groups
and associations. Imite them to your schools. Show them your
buildings and what you are doing. Tell them what the students are
doing and where they end up. Tell them not only of the training
but of the retraining you are giving in order to keep up with chang-
ing technology in industry. Describe your outreach programs that

" are provuding quality part-time adult education to thousands of resi-

dents statewide.

In summary, let me bricfly list a few do’s and don’ts that can
help trustees be effective in working with state and federal legisla-
tors. To be suceessful, do the following:
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1. Know yonr representatives, botl: state and federal.

2. Organize your cfforts. You have the Association of Com-
munity College Trustees and Assoctation of Vocational, Technical
Institutes.

3. Mect as associations and agree to support, oppose, or (o
take no action on pending legislation.

4. Sclect and organize an active legislative committee within
your association.

5. Hire a lobbyist if possible.

6. Contact your local legtslators; if all of your districts o
this, you are effectively covering the entire ficld of representation.

7. Give most of your cffort to the important issnes instead of
trying to cover all of them.

8.Work with other lobby groups in addition to your own
association, such as the Association of School Boards, other educa-
tion groups, and labor organizations. (No single group has done any
more for the success of vocational education in Wisconsin than the
labor unions.)

9. Personal contacts are the most effective method to use in
working with legislators.

To be successful, do not do the following:

L. Write long laborious letters to your represcntatives.

2. Be a parrot and use the same language your exccutive sec-
retary or lobbyist has used.

3. Flood the legislature with mimeographed material.

4. Write disgruntled or uncomplimentary letters.

5. Fail to write a thank-you note to the legislator for passing
or showing support for a bill you favor.

6. Make a nuisance of yourself with the legislator or legis-
lature.

Remember this fact: most Iegislators wish to support the
positions of the majority of their constituency. If each district
wishes to be effective, its members must all be active in this process,
and the more participants who are not vocational, technical, or
community colicge employees, the better. Become imolved—you
can accomplish much in these efforts.

Walter B. Calvert is a trustce of the Southwest Wisconsin
Vocational-Technical Institute in Fennimore.
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The basic methods for bringing
financial stability out of chaos.

a hard look at finance

fred |. mathews

Financial Crisis! is apt to be the headline when educational institu-
tions are discussed today. But this phrase would be more accurate if
it read, Trustees Create Financial Crisis, because there is often little
relationship between an alleged crisis and the dollars per pupil avail-
able to run an institution. In fact, the problem colleges are often
those who have lived high, spent lavishly, and neglected produc-
tivity and accountability from the top down. I place the blame on
trustees because the buck stops there. /a5 trustees, we are the ones
ultimately responsible for the financial health of our institutions.
During the past decade, almost any college could survive
financially, even with mediocre management. Moncy problems were
solved by increasing enrollments, more state aid each year, new fed-
eral dollars, higher tuition, new and higher tax levies. Politicians,
the public, and students passively accepted this kind of solution as
the crusade for “Quality Education” became synonymous with
more and more money. But no more! The public now realizes that,
within reason, little relationship exists between “quality education”
and the dollars available. The excesses of the sixties have brought
state governments and the federal government near the breaking
point 50 that these revenue sources are diminishing. Students will
no longer pay higher and higher tuition. And new millage agsess-
ments have as much chance of passing at the polls as the proverbial
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snowball in Hades. All is not lost, however. We can, if we have the
will, emerge from the {inancial erisis of the mid-seventics and end
this decade stronger {iscally and stronger educationally than cver
before. Those of us who have been loohed upon with some appre-
hension for applying hard-nosed business principles to cducation,
during the ycars when this was not popular, have been vindicated
and now {ind a listening audicnce for our views.

As I said, a sound {inancial condition begins with the board.
Gone arc the days whea the public could afford to have a trustee
sclected solely because he or she balanced a board racially, cthni-
cally, by sex, by age, or any of these artificial criteria. Today the
trustee must be able to read a balance sheet, understand finance,
and be willing to muke the hard, but sound business decistons neces-
sary for a balanced and logical budget. 1 hasten to add that these
requircments do not necessarily rule out the minoritics, the women,
or the young, because all these groups do have many qualified mem-
bers.

To bnild a board with the 1.~ essary skills and detennination
to govern this big business- and it is a big business—the trustees
must {irst evaluate themselves to see whether changes within the
board arc needed. Those without the expertise or the will to govern
should be politely asked to resign. Then the board must evaluate its
president. Docs he have the capabilitics to canry out sound board
policics and objecti es consistent with available revenues? The presi-
dent must in tum evaluate his administrative staff to determine
whether they are in tunc with the board’s policies and with his
methods for carrying out those policies, This hard ¢v alnation, from
top to bottom, in an institution with financial problems, will prob-
ably result in some significant staff and board changes. During this
revitalization and reorganization, the board must also desclop long-
and short-range goals and objectives for the institution. It is hard to
determine the cost of a trip without a map showing where you are
going.

Once this shake-up is over and a competent board, president,
and staff are hard at work, it is time to develop the budyet. With the
right staff and well-developed pulicics, the board need only say to
the president, “Bring us a balanced budget.” It must be the presi-
dent, not the board, who now referees all the academic wrestling
that gocs on inside the institution at budget time. Aboard involved
at this time will create <haos. But when the balanced budget s
ready, the board must scrutinize it carefully. By the way, an operat-
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ing budget which uses any nonrecurring income te balance it is
really a defieit budget. The use of surpluses, resenves, unsual gifts
or grants to balance an operating budget has brought many colleges,
two or three years henee, to financial crisis.

To be meaningful, the proposed budget must be extremely
detailed. It must be broken down by departments and mnust show
what was spent last year and what is proposcd this year in each
category. A review by the trustees cannot be incaningful without
this eomparison. Prajected income nust be examined carefully. In
1975 many colleges based their budgets on the beliel that all of the
state’s budget would be funded. They thus refused to face the real-
ity that declining state revenues would cut support for all units of
government. including the community colleges. Those imstitntions
are now in deep trouble.

Once this budget review is completed (it should be done ina
couple of hours if the president has done his job well}, the board
adopts the budget. Then the president and his administrative staff
must have the freedom to spend what has been budgeted without
undue constraints but must also be expeeted to live within its
limits. A board should not waste its time deciding which brand of
typewriter to buy, which make of furniture, and so on. Yet expend-
itures must be consistent with a sound purchasing policy.

At Jeast quarterly tie board should get a budget amalysis
from the business office showing the amount budgeted int caelucate-
gory, the amount spent, and the balamce in cach acconnt. This
document will help the board and administration pievent over-
spending in a critical account before the year is over. Adjustments
in a budget category are more easily made belore the money is all
gone.

We now have the ingredients for a smoothly running institu-
tion. In my observations of community colleges oser the past cleven
years, | have found that a board with the talent md discipline to get
its financial house in order will almost always display the saine dis-
cipline in inereasing productivity, accountability, and senvice to its
community, so that true quality edueation is provided. And I am
convinced that with determination, most institutions with mancial
problems can, by following these general guidelines, tuen financial
crisis into financial stability.

Fred L. Mathews is chairman of the board of trustees
of Southwestern Michigan College in Dowagiac.
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After visiting the board meetings of nineteen
Southern California community colleges,
the author suggests some successful procedures.

secrets of
a board chairman

margaret c. k. gibbs

N wﬁow that my titie, like the cover of a pulp magazine, has enticed
you to read further, I cannot guarantee you’ll {find out alt you necd
to know, but I can at least share the trade secrets of managing suc-
cessful board mectings. I leamed them during a recent freeway
critise of southern Califcrnia when 1 observed the meetings of those
trustees who govern nincteen of the state’s ninety-nine community
colleges. Admittedly this was only a small sample, but it was all 1
had time to study in two months of summer. The colleges 1 visited
ranged in size from a small rural institution with five hundred stu-
dents to a metropolitan school with several campuses and an enroli-
ment of more than one hundred thousand. The smallest budget was
six million dollars, and presidential salaries were from $32,000 to
$45,000.

The impetus for the trip was twofold. I wanted to satisfy my
curiosity about how other boards operate, and most of aill I wanted
to find out whether certain charges that have been made regarding
community college governance are true. For instance, James W,
Guthrie of the University of California recently stated that laymen
have lost control of the schools, which are now run by educational
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professionals. Sheer growth accounts for part of this loss. With the
reorganization and reduction in the number of school districts,
trustces may now represent from three thousand to a million con-
stituents. Furthermore, in recent decades schools have been
organized, at least at the administrative level, like businesses; the
trustees serve as the directors of the corporation, allowed only to
set policy, hire the chief exccutive, and pass the ready-made budget.

William Danforth, chancellor of Washington University in St.
Louis, says, “As we are all aware, public eonfidenee in higher educa-
tion has waned for a varicty of reasons.” He suggests that “those
who care about higher cducation have an obligation to be informed
and to respond.” If we do not do so, the “focus of decision-making
may be pushed away from individual campuses, further from fac-
ulty and campus-based administrators” toward centralized authori-
ties, presuiably state and federal. “Bureaueracy and bigness have
.. . reduced the potency of public policy makers.” Guthrie further-
more emphasizes that neither parents nor teachers can really make
their suggestions effective without action by the emasculated
trustees. Less and less attention is paid by trustees to the education
being offered by these professional managers, who also control the
business operations of the comniunity eoilege.

What struck me most during my travels was the distinctive
personality of each board and the disappointingly similar lack of
initiative. Each board has a mood, a timing, a decorum, as well as a
procedure distinct {from any other, but most of them follow a pat-
tern of acquicscence to a prepared agenda of legal busywork, with a
docility born as much of apathy as of trust in their administrators.
No evidence of hard thinking was found. Considering that all Cali-
fornia public school officials operate under a detailed state code
and the famous Brown Aet {and 1 want to digress a little here to
quote its beautiful preamble from Scction 54950 of the Govern«
ment Code: “The people of this state do not yicld their sovereignty
to the agencics which serve them. The people in delegating author-
ity do not give their public servants the right to decide what is good
for the people 10 know and what is not good for them to know.
The people insist on remaining informed so they may retain control
over the instruments they have created’), one might think trustees
were all alike. But they are not; in age they are from twenty-one
years to more than eighty, and in profession they vary widely in-
deed. I observed university administrators, lawyers, financial vice-
presidents. retired professors, insurance e¢xccutives, salesmen,
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engineers, morticians, dairy owners, elementary teachers, commn-
nity college teachers, university teachers, ministers, savings and loan
operators, milling and feed company owners, real estate brokers,
dentists, physicians, utility executives, 1¢terinarians, restauratenss,
police licutenants, certified public accountants, cattlemen and
ranchers, retited persons, and those hardworking, underpaid ser-
vants, housewives. Moreover, it scemed to me that they were not
even very representative of their constituencies, the majority being
WASPs and electably middle-class. Most gave little evidence of any
concern or imagination with educational policy, merely responding
like prototype “Yes” men and women. One board had an agenda
instructing them how to vote, and two others had a staff recom-
mendation on the disposition of each item. Maybe part of the prob-
lem is a scarcity of women members; the {ive I saw {out of 101}
trustees) in each instance asked stimulating, even penetrating ques-
tions, and perhaps that is why one-third of the nation’s superin-
tendents do not wan: any women on their board, as recently re-
ported in the press.

Although every board saluted the flag, only a few included an
invocation, though several gave clear indication of needing all the
help they can get, divine or othenvise. Two boards served light
refreshments, coffec, lemonade, and cookies. One had both an
Indian and a black nonvoting appointee who sat with the board and .
commented freely on the business, particularly any items whick
related to ethnic groups.

While there were press representatives at several trustee mect-
ings {which is one secret for community acceptance), citizen attend-
ance was 5o limited that at cach college I aroused enough curiosity
by my note-taking 1o be asked why I was there. At all but one
meeting 1 was publicly identificd as a fellow trustce, an introduc-
tion which seemed to relieve some tension. I had telephoned ahead
to cach to discover meeting times (4 and 7:30 p.m. are the most
common hours) and to secure agendas, partlv because T wanted to
find out if these were prepared and circulated in advance. Most of
the trustees came with homework prepared, but some had not yet
read their packets of materials and other boards rcceived their
agendlas af the table affer they arrived. Meeting rooms varied from a
table in the corner of the entrance to the superintendent’s office to
claborate walnut-panclled, handsomely carpeted chambers, com-
plete with executive rocking chairs.

At some sessions the staff members were sprinkled among the
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trustees, making a form sheet of the play ers necessary . Other placcs
seated the trustees and staff separately, a procedure 1 grew to prefer
because it is otherwise very difficult for a visitor to identify t.e
policy makers, even if they rarely functiou in that capacity. Trustce
participation varied greatly. One man said nothing except “aye” on
the votes, others had numerous questions and comments. This pat-
tern scemed to be a group phicnomenon. Where one member asked
good questious, others did. Where one was silent, all were silent.
Vocal contributions by the chancellor, president, or superintendent
ranged from rare occasional explanations to a steady stream of
interjections, advice, argument, support, explanation, and justifica-
tion. One superintendent spoke ouly once in a three-hour session to.
answer a question. At the opposite end of the spectrtum, one presi-
dent very nearly ran the entire meeting, presiding from his chair,
while the chairman merely inquired phintively, “All those in
favor?”

Staff members, especialty business managers, tended to be
wary of trustees and somewhat defensive, giving less than adeghate
answers, that is, not erroncous, but iess than complete replies which
necess'tated further questioning. Most of the agenda items trans-
acted were routine and business-oriented—-approval of bids and
trips, attendance transfers, purchases, student store and cafeteria
matters, employee retirements and replacements—and these usually
came first in the meeting. Four colleges actually listed sections en-
titled “Educational Planning and Development,” or “Instruction,”
or “Curticulum and Instruction,” or “Academic Affairs,” but at
only one school did I hear any discussion ou educational policy and
that was on MBO (management by objectives). Most courses and
book lists were approved by title, as code requires. Nowhere did 1
hear any references to ideas expressed in recent articles, books, lec-
tures, reports in the press, or elsewhere, about educational matters,
references that might have reflected sume feeling of responsibility
for the educational mission. Only one trustee questioned cotuses
dropped or added, even though as my economist husband points
out, “Horseshoe-nail mills deserve to fail,” and some courses surely
might be reexamined with an eye to current suitability.

Some budgets were given only the most casual attention,
whercas others had been studied line by line over a span of six
months of preparation and adjustment. The most thoughtful
trustees whom | saw in action were quizzing academic departmeut
heads abunt theiv priorities, goals, and progress, while each de-
feuded his decision 1o expend “x” dollars on oue item or another.
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The multiplicity of detailed financial reports prepared on
behalf of the board, or received but rarely considered or questioned
by them, gives one the impression that someone is checking up on
the effectiveness of teaching and programs, but this seems to be illu-
sory, notwithstanding California’s Stull Act. Most of the reports
actually just state where the pennics went, showing that they were
spent in accordance with budgets and programs, whereas any mea-
sure of effectiveness must be wcluded at the time of budget prepa-
ration or when program money is applicd for, that is, built in to the
proposal, not determined post-transaction. And the measure should
be an audit by an independent person, not an evaluation by the
group or program itself, as it is in some MBO systcms. The many
reports required by state, connty, and federal funding agencies per-
haps give trustees the feeling that their initiative is being restricted
even more than does the adinistrative code. What other factors
contribute to a reduction of their proper authority, 1 do not know.

Because time does not allow further detailed review of my
visits, let us turn to the “secrets’ which may prove uscful to all of
us. (I trust you can judge when 1 am serious.)

Secret #1: An inconvenicnt meeting time such as 8 a.m. will
gnarantee you no visitors; likewise a long execntive session in the
carly or middle part of the meeting is an cffective crowd dispeller,
as is putting hot topics or business from the floor at the end of a
long agenda. (Meetings, whether monthly or semi-monthly, are not
movable feasts, as it says in the prayer book, and the schedule
should be set and announced weli in advance anc! thereafier adhered
to.)

Secret #2: Failure to identify trustees, employees, students,
and the press and a lack of name plates will so confuse the audicnce
that you may escape by a rear door while an irate citizen is berating
the custodian, mistaking him for the chairman of the board. (Book-
lets “Introducing Your Board” or even a single sheet of identifi-
eations would be helpful and a good public relations investment.)

Secret #3: Whether vou choose a chairman by seniority on
the board, by the greatest number of votes cast, or in rotation
among the members as my board docs, try to find one who knows
little of parliamentary procedure and doesn’t believe in it. This
characteristic will enable a knowledgeable speaker to tie the meet-
ing up for an hour while amendments to amendments are offered,
and votes called for before discussions can begin. The chairman can
do more to gum up the works by announcing his own position
before the discussion starts and by freezing that stand for the rest
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of the board. (Keeping the situation fluid offcrs opportunitics to
rcach some accommodation.)

Sccret #4: Keep copics of the agenda to a minimum so that
there is none for the audience. If you cannot avoil distributing
them, then refer to all items in code, such as “‘Resolution #9781,
Purchase Order 8845, cmployee increase Step 8, Column 10,7
which will confound the spectators and cnable you to vote on al-
most anything withont cxplanation. (Agendas shonld be prepared,
distributed, and studicd in advance and discussed in public. Their
format should be such as to be casily followed; colored sheets be-
tween sections or page tabs help. Private rather than public discus-
sions with staff members may lcad to your being acensed of prejudi-
cial arrangements or support. The agenda is your sccond most
important management tool, the budget is the first.)

Secret #5: Add controversial items to the agenda too late to
be published and thereby keep the public in the dark abont what
time to show up at your session. The press will appreciate this re-
duction of their work load {remember the Brown Act!).

Sccret #6: If your board likes to finish its mecting quickly,
usc a conscnt agenda and you’'ll never even have to read the mate-
rial. “I move items forty-seven to ninety-cight do pass™ will catch
the audience off guard before they can protest. (Although consent
agendas may be of some usc to a very large organization with many
routine items, they also constitute a great hazard in allowing mat-
ters which should be examined to slip through unnoticed.)

Sccret #7: “No objection” motions also enable the chairman
to speed up a session. These require no second and permit any
member who cares to, to make a motion to discuss his favorite
topic cven though not cven one othier person wants to listen. (Take
time for a sccond and his motion may dic aboming.)

Secrct #8: Remember from your own school days that the
administrator is always right and follow his lead, even around the
mulberry bush. Never mind that you were clected by the citizens
who have entrusted you with watching their interests and those of
their children and that you arc ultimately responsible to the elector-
ate, not to the superintendent or president or even the board. (Dis-
agreement over ideas is not necessarily bad and may be cssential
before a board can reach consensus. Growth results from change
and cvolution. Board unity is rcally only essential in crisis situa-
tions, where if you don’t hang together you may hang separatcly.
Other times it may represent only board inertia.)
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Secret £9: Be generows with the speakers who appear before
you whether they be stalf members or citizens or trisstees. This lati-
tude will enable you as the chairman to rest while the couversation
wanders and the public quits paying attention. If you are extremely
clever, before they awaken you may slip through a vote on the mat-
ter which got buried in the verbiage. (It may be policy to operate
this way, but more likely it is poor presiding. Especially when con-
troversial items are due for discussion, it is well to set procedural
ground rules at the beginning, including the time allotted to each
speaker, lest you work till the dawn’s carly light. And it’s not a bad
idea to note down the speaker’s name, which is required for the
minutes, when he begins, rather than struggle for it as he {inishes:
“Thank you, Mr. uh-uh-uh.” Don’t waste time on trifles. “De mini-
mis no curat practor.”}

Sccret #10: Be informal~reler to everyone by his first name
and kid him along, relax and chew your gum, lounge cn the table
and rock your chair and regard the ceiling carcfully to give the
appearance of thoughtful consideration while you calculate your
own bank balance or what to do about Junior. Be personal in argu-
ing with the speaker. All this will make the audience feel at home.
(No board chairman is ever too courteous, just as it has been said
that no woman is ever too thin or too rich. Panctilious courtesy to
all not only is the hallmark of good manners, but is infinitely valu-
able for quicting complaints and queliing riots. A gentle sense of
humor helps, too, as a circuit breaker {or tension, but don't try to
be funny in public. Nothing can be more misunderstood.)

Secret #11: Don’t let the public hear you. Whisper among
yourselves, avoid the public address system, or let it stay broken,
pronounce and enunciate carelessly, and speak through your fingers
or hand. As the current book by James Boren says, “When in
doubt, mumble.” (Insist that your P.A. system work, or speak up.)

Sceret #12: When the time comes to vote, have the elerk call
only the names of the trustees in the rc m. 1f one or two members
of a larger board of seven or nine have gone out for asmoke, they
won't even be missed,

Seerct #13: Pass the budget as presented. Who are yon to
question it? {Only the bosses. Budgets are marvelous secret hiding
places. 1t is possible to split salaries, or other costs, among depart-
ments or {tactions so you can never locate all five-fifths of an em-
ployce. It is possible to transfer rescrves and general funds about, an
action which requires much time and e¢lfort to trace. It is con-
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sidered kosher in administrative circles to carmark large amounts
for exigencies and apply them to favorite projects during the year.
Computers can now be blamed for all unintelligible reports. If you
don’t, or cannot, follow your budget and monthly financial reports,

firc the computer. Spend enough time on the budget detail to learn”

for sure where your money goes.)

Secret #14: Hold as many executive sessions as possible; they
are more peaceful, {Avoid executive sessions whenever you can.
They can Icad to lawsuits, even though pending suits are one excuse
to hold them. Right now the board of one of the California colieges
is involved in a taxpayers’ suit because of a secret meeting.)

Now about administration; it is fair, and in this paper I am
assuming that every college has an ideal administrator. I am not
here to discuss executive qualities or management taleats, but our
job as trustees does include a firm hand on the reins of administra-
tion. Which brings me to Secret #15: Engage all the assistants you
can to help your administrator. After all, having ten deans for a
5,000-member student body creates more jobs, even though your
neighboring school kas only five deans for the same number of stu-
dents. In every administrator is at least a trace of monarchial blood,
and cmpirc building is as natural as breathing. (Just keep your eves
on who is moving up to bonus pa)chccks Titles do not come
cheap.)

Secret #16: Assume all administrators are just teachers grown
tall and pay them accordingly. If the faculty is getting a 10 percent
cost-of living increase, the president desenves it, too, although 10
percent of his wages may cost your district $3,000 or $4,000, not
to mention expenses for his car, mileage, travel, and other per-
quisites of office. {More and more districts are learning to scparate
teaching and executive pay schedules. Bread costs the same whether
you make $15,000 in the classroom or $40,000 in the front office.)

Staff members know secrets too. A favorite one is to snow
yvou with paperwork. Dozens of reports wiil make the sta!f look
busy, and distract and divert you from asking any really important
questions. One of the best and highest executives in the {ilm indus-
try circulates monthly routing slips on all communications, which
require the employees to slow what decisions they have made
based on each report they received. (Try it, you'll like it!) Another
secretarial secret of possible serious consequence is to record only
the votes in the minutes, so that discussion, consensus, or disposi-
tion without a vote might as well never have taken place. (Per-
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sonally, I like tape recorders, which get it all accurately. In your
official capacity in a public meeting, you shouldn’t be saying any-
. thing that doesn’t hear recording.)
(l In conclusion I must say that I also observed good tech-
niques; such as:
. Putting “student reports” and “hearings for delegations of
citizens” on the agenda right after roll call. After all, what is our
: business but students? Furthermore, a board cannot accomplish
jue . muchif the audience is buzzing like a nest of angry hornets.
« - ‘&=’ Treating all policy decisions like city eouncil ordinances—that
is, giving them a first rcading but not voting on them until their
second appearance on the agenda. This procedure saves many a
poor decision and considerable embarrassing backing up.
. Using a separate sheet of paper for cach agenda item and list-
ing on it the disposition, vote, names of trustces making the motion
and the second, and who is responsible for carrying it out. This
tends to prevent items from “falling through the cracks.”
. Offering trustees a monthly listing of all reports in progress
that they have requested, giving the date initiated, the anticipated
completion date, and the name of the person preparing them. This
action also prevents lost items. .
. Giving background information on cacli business item on the
agenda: why it is there and what its “budget implications” are.
. Beginning budget study carly (November) and giving at least
three-ntonths to it before passage. The budgcet is one of the few
critical controls the trustecs wield.

Margaret C. K. Gibbs is a trustee of Citrus
Community College in Azusa, California.
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The role of the chairman and his special
relationship with the president are discussed,
as well as recommendations for handling
public criticism and the media.

governance relationships
+and tasks

donald a. seife_rt

All the persons who are responsible for governing a community col-
lege have special roles and relationships with cach other. The chair-
man of the board (or “chairperson,” if you prefer) is not identical
with his (or her} colleagues, and his association with the college
president is unique. Likewise, the other trustees have less intimate
but nevertheless importaat relationships with the president. Here I
want to describe briefly some of these differences, from the stand-
point of one who is a trustee but not a chairman, and examine two
of the most delicate tasks undertaken by both board and president:
handling college critics and working with the news media.

The chairman is responsible for directing and somewhat con-
trolling board discussions and must therefore exhibit a light touch
or a firm hand, whichever is necessary. With tactful use of his
authority, decisions can be implemented and board business con-
ducted in an expeditious manner. But the chairman should not take
all powers on himself and should make judicious use of his author
ity to appoint committees. Groups concerned with personal mat-
ters, labor ne_>tiations, longrange planning and finance, for
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instance, can be very helpful in saving discussion time and making
usc of the interests and skills of individual board members. This
type of involvement benefits the individual trustee as well as the
board as a whole. Committee actions and recommendations should,
of course, be reported to the full board.

Because community college boards arc usually small, I feel
that the appointment of an exccutive committee is usually not
desirable. It dilutes the board’s effectiveness because all the trustees
do not benefit from the full discussion of matters that normally
come before such a committee. Although I seem to be vacillating in
my support of committee structure, I think the executive com-
mittee is diffcrent from all the others.

The chairman should not take a proprietary attitude toward
the institution because of his authority and sometimes unigue
knowledge of college activities. It may require considerable forbear-
ance in some cases for the chairman to resist such attitudes, because
pride in the institution as well as pride in his contributions to its
success are natural. And the chairman should work diligently to pre-
vent the development of polarization or cliques among the mem-
bers. However, frank differences of opinion are a healthy sign that
the trustees are capable of independent thinking and should not be
viewed with great alarm.

How should we choose this leader? He should be considered a
leader in the eyes of the community, one who has good contact
with his constituents. But the chairman should not be just a promi-
nent name-he should be willing and able to work at the job, real-
izing that demands on his time must be accepted and his best
efforts must be available. The chairman should be receptive to
change and not be too satisfied with the status quo. Above all, he
should be interested, enthusiastic, and aware of the coliege’s activi-
ties. Thus, I do not support the concept of a rotating chuirmanship
because I belicve the most qualified member should hold the posi
tion until the board feels that a better qualified peison is at hand
and is willing to accept these responsibilitics.

All the trustees who are not chairman must realize that the
relationship between the college president and the chairman is
unique. There should be closer contact and understanding between
these two, who share the greater responsibility for the success of
the institution, than would be expected between other board mem-
bers and the president. Because boards cannot be convened at any
time, gnen the professional and personal demands on the trustees’
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time, the president must have direct access to the chairman for his
council and support when nrgent administrative discussions must
be held or interpretations of policy must be made. Some board
members may understandably feel left out if they are not suffi
ciently informed of significant decisions made or actions taken
under such conditions. But through tactful communication with the
entire board at an appropriate time, the chairman should be able to
clear up any difficulties.

When the call for help is given, the chairman should decide
whether the issue is one of policy or administration; if the latter, he
shonld allow the president to resolve the issue as best he can and
support the administrative actions taken. Communication is the key
to a close working relationship. All the neccessary information
shonld be provided for review by the chairman, who should, in
turn, provide the full board with this information as soon as pos-
sible. In some cases, a telephone poll of available board members is
a necessity.

Like the chairman, the other trustees should support their
president publicly and emphatically. By sirengthening his antnority
and improving his image before the community, faculty, staff, and
students, the trustees will also be defending their good judgment in
selecting him. The pres'dent should be helped to grow in his job,
and this assistance should include a frank evaluation from time to
time. The evaluation should be discussed with the president and he
should be given the opportunity to respond as hie sees fit. The presi-
dent’s weaknesses should be made up by board strengths, just as his
abilities complement those of the trustees. The president must be
allowed to hire a staff that will enable him to delegate work and
give him time to deal with the larger issues.

Trustees should guard against dabbling in administration. The
board must sct policy, but also must allow the president to ad-
minister the policy. I don’t advocate ignoring the faculty and staff,
but care should be tahen to maintin the president’s position and to
channel issues requiring board action through the president’s of-
fice. :

The board should provide opportunities for the community
to become acquainted with the president. Organizations and clubs
should be encouraged to ask him to speak at theiv meetings and to
join ther ranks as he finds time to do so. Tnustees contld invite the
president and his spouse to attend parties and gatherings of friends
whenever it suits them individually. The closeness of the friendship
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between a trustee and the president should be a personal matter,
since the employer-cmiployee relationship will continue to exist.

handling the college critic

Community college trustees should welcome constructive
criticism, but dealing with open, public hestility is another matter.
When the critic is a legislator, his position as an clected public ser-
vant and representative clothes him with anthority and poses con-
siderable difficulty to the board. The board members gain little
comfort from the fact that they are also {usually) clected to their
positions and thns accountable to their constituents.

The president should bear the brunt of attacks on the credi-
bility of the college. Even though the board and president may be
considerably provoked by such criticism, restraint shonld be exer-
.cised in public retort. An unfounded minor attack may be ignored,
because dignifying such an assault with rebuttal affords the antag-
onist more chances to gain publicity, which may be the underlying
reason for his action. But if there is some basis to a charge, whether
minor or major, it should be met with fact, carefully rescarched and
fully explained. Any misrepresentation or error in the response will
present a further opportunity to discredit the college.

In one way, critical charges by the public or by an clected
official may have a positive effect by causing closer scrutiny and
knowledge of what the college is doing. The trustees should he pre-
pared (o be accountable for the performance of the college, for the
kind and quality of its service to the public, as well as its expendi-
tures and fiscal management. If its house is in order, and proper
audits and complete records are open to the public, the college may
benefit from an increased awareness of what it is providing to the
community.

working with the media

the news media are very influential in shaping the public
image of the college. They create the community’s attitude toward
the institution and directly affect the sense of self-worth of the aca-
demic community. Reporters should be encouraged to attend all
public board meetings. If nonpublic mectings of the board are
allowed, these should be kept to a bare minimum, and careful con-
sideration should be given to allowing media representatives to be
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present. If an nnderstanding can be reached thar the reporters will
only gather background information at nonpublic mectings, it is
possible thai confidentiality can be maintamed. Try it—remember,
what is secret is suspeet.

tublic information personrcl on the college stall are a necess
sity. The news media should be well supplied with rcleases abont
college activities. These save reporters time in obtaining the infor-
mation and researching the facts. The media appear to be in eon-
stant need of items to fill space or time, and these spots might just
as well be occupied with news of the college.

Some cautions shonld be observed in working with the news
media: )

t. Don’t only tell them what you are doing, tell them why
yon are doing it.

2. Public relations staff members are vital, bnt the president
should also be available for interviews.

3. Important news releases can be timed so that one medinm
does not get too large a jump on another. For mstance, if the news-
pap=r hits the street at 3:00 p.m., radio and TV should not get the
release before noon.

4, Get the facts straight. Once you are in print, ervors are for-
ever on record, it secms. Retractions often are incffeetive.

5. Avoid involving the college in controversial issues that have
no bearing on the role or goal of your services.

6. Try not to hire employees or ex-cmployees of local media.
The salary ranges at your college may be higher than those of the
media, causing hard feelings.

The college’s purpose and comm:itment must be repeatedly
brought to thie attention of the community. Even long-cstablished
institutions must bring the attention of the public to their plans for
new programs and concepts, so that support can be generated.
Good relations with the news media may not allow shortcomings to
go unrcported, but may help in obiaining a fair appraisal of the situ-
ation.

We trustees come clothed with msthority, responsibility, and,
sometimes, respect; but we must be prepared 1o deal with the
naked truth.

Donald A. Setfert is a trustee of Mushegon
Comnunity College in Michigan
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A look at the pinch caused by an increasing
demand for services and decreasing resources,
with emphasis on the experience of

West Valley Community College in Saratoga.

the enrollment crisis
in california

mildred h. wharton

What is the “enrollment crisis” in the California community college
system? What causes it? Does it have both positive and negative
consequencss? Is it really not one but a series of complex crises? We
cannot answer these questions without concurrently analyzing the
“funding crisis,” for the two are inseparable. We know that the per-
centage of increase in student enrollment in community colleges has
been double that of the four-year institutions. Yet some two-year
colleges are actually hurting because in numerous instances the
rapid increase has tended to destroy what took years to build. In
essence, we have here a paradox. Some of the basic factors involved,
as [ sce them, are: '

L. The method of funding in California (SB 90 and SB 6),
where state {unds are redistributed {rom high-wcalth districts to the
less well off oncs. Thie intent is to mise up the poorer districts, but
the real effect is mediocrity {or all. The poorer districts must indeed
be assisted, but not at the expense of their neighbors who have over
the years established snperior educational programs (iany of them
through their own tax increase). Tax refurm in educational funding
is drastically overdue.
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2. The current economic situation with its high rate of nnem-
ployment. Many persons are retuming to school to learn new job
skills, to relvesh or upgrade themselves, or just to have something to
do that is worthwhile, rewarding, and cnjoyable.

3. The shift in social values and the concurrent beliel in con-
tinuing education. .

4. The demise of the draft. The fact that students no longer
have to take a full load to maintain their def-~ment is one of the
few factors tending to lower the ADA (Averag. Jaily Attendance).

5. Inflation. The rising costs of necessities, as well as luxuries
and reercation, are inducing some people to retum 1o school for
some reliel from frustration (and it’s a healthy reliel?).

6. The "mission” of the California community college system
to assess the needs of its communitics and to serve those needs,
coupled with the “open dvor™ policy. Thus, the more we fullill this
defined purpose, the more students and state aid we get, because
the state basces its financial aid compntations on ADA figures.

1. The immigration of people to California, especially o
Santa Clara County, which is one of the {astest growing countics in
all the United States.

8. The recent statute making eighteen the age of legality,
which both generates and promotes greater population mobility.

8. The emphasis on senior citizens. People are retiring carlier,
living longer, having more leisure time, desiring more {rom life. No
longer are many of them content to sit in a rocking chair and watch
the rest of the world, in which once they had a vital part, go by
without them,

10. The effect of women in and on education. Some of the
women who are reentering the educational field now have never fin-
ished high school or even entered high sehool before, Others are
members of a large group of middle-class and upper-middic-class
women who, after rasing their children, want to do something to
keep themselves interested in life and so return to school to work
toward a degree or to develop a rewarding shill with which they
may or may not carn money. Then there are many working mothers
who must support families and need to learn a shill, change earcers,
or upgrade whatever abilitics they have.

11. The overall negative reaction of the taxpayer to almost
any tax in:rease. That reaction is especially strong when the tax is
one they can control directly. Although their short-term thinking is
understandable, it’s unfortunate that they seldom compare the cost
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of educating a student (roughly $1200 a year) and the cost of main-
taining a juvcnile delinquent (which averages about $12,000 per
year, nationally). They are also [failing to consider the cffects of
their attitude on the cost of inflation in construction and cquip-
ment and labor. At my college, the first proposed bond issuc in
1964 for a complete campus was $16 million with a $.65 tax in-
cluding all overrides. Now, after four bond failures, the nearly com-
pleted campus is costing $27 million without all the same features,
and the tax rate has fluctuated in the past five years between $.939
and $.888 (1970-75). This year, thongh the general operating tax is
actually down, the total tax fund is $1.077 becanse a second cam-
pus is being built. In addition, the land for the first campus aver-
aged $12,500 per acre, whercas the land for the new camnpus is
$25,000 per acre.

12.The effect of education on social mobility. People are
recognizing John Kenneth Galbraith’s theory that schooling is the
basic means for moving up in class. Though a number of critics afe
guestioning this assumption, especially the claim that higher educa-
tion is a financial bargain, it is still wue that an investment in educa-
tion, assessed both quantitatively and qualitatively, comes very
close to being the basic index of social progress. A graffitti thought:
“Education is expensive, but try ignorance!”

13. The 5 percent student enrollment “‘cap.” The California
legislature recently passed a law under which the state will provide
its portion of the funding for a 5 percent increase in enrollment and
no more. Even now, howcver, there is some movement to redefine
this law, since it has produced incquities that were 1 Lt initially con-
sidered.

L4, The opportunity for juniors and seniors in high school to
take courses i the community college for credit, if they have satis-
fied all the requircments for graduation at their particular school or
if they wish to take a course that is not given at their school. This
provision, of course, is geared to the bright, active student.

15. The right to take a high school proficiency test. Another
new California law permits sixteen- and seventeen-year-olds, with
their parents’ permission and 1he payment of 1en doltars, to earn a
certificate of accomplishment and leave high school by passing a
test. According to its promoters, this bill enables the “bright, bored
student” to enter the world of work or attend college. Howevcr,
work is not that casy to comc by these days even for adults, and 1
don’t believe the unions will take these youths until they are cigh-
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teen. So the majority will enter the community college despite “the
cap,” or end up on the streets, and the local property taxpayer will
have to foot the additional bill for educating, or caring for, these
young people if their numbers increase with any significance over
the years.

16. Affirmative action recruitment. As onc facully member
succinctly put it at a recent board meeting: “Several years ago, we
were told to go out and recruit ethmic minoritics, women, the eco-
nomically disadvantaged, and senior citizens. We did. And as we
know, success does not bloom overnight.” Now, these efforts are
not only blossoming, but bearing fruit! Result? Increased enroll-
ment!

Whether this crisis {or these crises} is resolved in a positive or
negative way depends a great deal on how we as board membe:s see
our roles. In a rezent educational publication, I read this pertinent
question: Do our structures determine our goals, or do our goals
determine our structures? Cne way or another, the trustees’ ac-
tivity, or lack of it, has a tremendous cflect on the handling of the
enrollment problem.

At the Pacific Seminar of the Association of Communily Col-
lege Trustees in Honolulu last year, [ was asked to speak about what
the newspapers have termed the “phenomenal growth™ of West
Valley Community College {a 26 percent distictwid~ increase).
West Valley has always been a college in transition. The district was
formed in 1963 and we began to operate in 1964 in a vacated cle-
me:tary school building with thirty-two hundred stndents. In 1968,
we moved to the new Saratoga Campus with one permanent build-
ing for Engincering-Tech and one portable for the Food Services
Program. Today, the Saratoga Campus is virtually complete. In
1974, some twenty thousand students walked through the vegistra-
tion lines, and in 1975, that number increased to some twenty-four
thousand. We are now the twenty-third largest community college
in California. The new Mission Campus in Santa Clara should be
ready for partial occupancy by the fall of 1978. (In Septeinber
1975 we established a temportary campus in Santa Clara in another
vacaled school building; this one had been closed because of the
new method of state funding.)

All of this growth has not been without uccompanying pains.
‘Though our student enroliment was constantly increasing, the per-
centages of increase cach year were expectedly decreasing—until,
about four years ago, a strong upsurge began. So we have experi-
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enced both birth and rebirth. In spite of the ncar completion of the
Saratoga Campus, we arc still using cvery portable on the temporary
campus in Campbell. We shuttic stndents back and forth from onc
location to the other. The parking at Saratoga over{lows into pas-
sage lancs and onto ncighboring streets despite traffic tickets. The
immcdiate ncighborhood is, understindably, not too happy about
this situation. ‘

» We have had to build on a “pay-as-yon-go” basis. This
mcthoy has somc advantages, but it is hard on the current taxpayer,
who ha3 to pay for cverything now instcad of being able Lo extend
the costs over future years and sharc them with those who are con-
tinually using the facilities. Had it not been for statc maiching
funds, derived from scveral junior college construction acts, and
federal loans and grants for construction and equtipment, we would
not have our campus today. However, this niethod of funding was
the choice of the electorate.

It has also been an uphill battle to overcome the antipathy of
local scheols to the community college concept. Some connsclors,
rcachers, and parcnts still sce the “junior college™ as being lower in
quality and status than the four-year institutions. We have also been
in stiff competition with the four-vear colleges and nniversitics for
additional statc support.

Despite these attitwdes, demand is high, as 1 have alrcady
shown. Last ycar, during registration, we lost some two thousand
students, in part because they were unable to get into the classes
they wanted or necded. An example is the RN Refresher Program,
which has had a waiting list for twe years. So actually, we have only
scratched the surface in scrving those who want what the commu-
nity college offers. In the southern end of the district, where the
Saratoga Campns is Jocated, we senve | in 12 students; in the north-
crn ond, 1 in 70. However, our new Mission Campus should reduce
the latter ratio.

Inyrescarching the snbject of growth. I intenviewed persons
within the college community, faculty and classificd staff members,
connsclors, administrators, students, other board members. A great
deat of like-thinking was found. With almost no dissension, they
agreed that the key to our success is the quality of the faculty, their

\h openness to change and innovation and their receptiveness to stu-
dents. {As onr local newspaper noted, “Good teachers cost more,
but bad teachers cost the most.”) Coming in a ¢lose sccond werce
the strong supporltive services provided by the counsclors and classi-

ERIC 87

" s




90

fied stafl and the rapport that exists between them and the faculy.
Another important clement is the sense of pride in being part of the
college comnmmnity, a contagious factor. The whole thirtern years
have been an uphill baule and the staff and the stdents (and the
communily now, too) are proud ol what has emerged.

An astute, flexible fiscal management was alsc cited as a con-
tributor 1o our success. A sophisticated knowledge of state and fed-

. eral financing and its legal ramifivations permits the expedition of
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numerous pilot and experimental programs before any are wrongly
placed within the regular curriculum. A well-timed and visnally
interesting publicity program has proved effective yet economical.
Sull another plus is the relatively democratic gov »mance systein in
which much anthority is delegated and redistiibuted, in which 4 sin-
vuie and earnest attempt is madc to get as much input as possible
from (he various segments of the college community in both policy
making and policy evaluation.

Quite a number of other characteristics or programs were
praised as well-for instance, the stress on alternate modes of learn-
ing, the increase in ocenpational programs (which have tripled), the
eraphasis on continuing education, the numerous ofl-site locations
for classes (some [fifty-five of these at last count), the extensive
cooperadon with business and industry which keeps programs up to
date and assures more jobs for students, and the “snowball” effect,
which describes the fact that people go to college because their
friends do (a fact of nnnan nature).

In addition, there are the nunerous special programs and
classes: “Prcject 2000, an interdisciplinary-international approach
to the future: the child care center for working mothers who are
attending college; intemational wade courses, overseas work experi-
ence; TV consortiums (of the twenty-one Bay Area colleges par-
tidpating, SVC has the laigest enrollment): the weekend college;
the mini-college (l\vo thousand students); the outreach program and
center; the veterans” program (three VA administrators and more
than two thousand students); and sophisticated and saried eveniig
olferings, miduight tlasses, dawn clesses. There are senior citizens'
classes held on campus and off, as well as comversational language
classes. The college has good witiculation with the four-year institu-
tions so that .nost transfer conrses are accepted for credit. Students
may lake various courses on a pass/ful or a credit/no credit basis.
(Sume change may be in the olfing here becanse of the state enroll-
ment «ap.) And then certain restrictive admission requinements have
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been dropped. For instance, high schoo! transcripts are not imme-
diately required upon regisiration. Many adnlt stndents have been
out of school for twenty to forly years, and they sometimes need
guite a bit of time to obtain such information. So the coliege says
they need only deliver the transcripts before they graduate or re-
ceive a degree.

The Rchabilitation Office makes a contribution too, along
with increased financial assistance, a model building program ‘(one
of only two, I understand, in the U.S.}, the development of state
licensing programs for community health workers, medical records
keepers, and similar specialists. Facuity members help 1o recruit stu-
dents, and “open houses” are sponsored by individual departments
and divisions. A Licensed Vocational Nursing Program continues to
grow, as docs a most active Park Management Progran and also a
Psychiatric Technological Yrogram.

The Supervision apd Management Program, a cooperative
effort with San Jose City Callege, 15 now in its fourth year. This is
the largest program of itskind anywhere in the world and has more
than two thousund students whose ages range from nineteen.to
sixty-five. Their leaming occurs in f{iftecn off-campus ‘locations;
twenty-five classcs are offered at Memorex alone-

The cotlege has an exceptional Food Services Prog,.am, which
began more than ten years ago with nineteen students and four
classes; now it has thirty-two classes with some one thousand stu-
dents, and only Limited facilitics are preventing further expansion.
Ten percent of these students go on to a four-ycar college program;
85 percent get jubs. The restaurant and hotel workers™ union is the
program’s biggest supporter.

The flexible Physical Education and Heatth Education Pro-
grams have replaced the semester-long course with four onc-unit
courses of mine weeks each on such subjects as acrobic fitness, drug
use and abuse, human sexuality, disease and environment. The P.E.
program itsel{ is no longer mandatory; however the enroliment has
increosed by some two thousand students.

New and varied approaches lo learning and presentation of
classes have done their share too. Examples are: the Shakespeare
course that uses sophisticated films by leading actors and actresses,
bilingual courses in English and American history. Driver Education
for *he Spanish-Speaking Person, [luman Services Programs (theee
basic couises taught in two disciplines: Help for the Agmg, Nutri-
tion tor the Aging. and similar offerings), the Women’s Re-entry
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Program, and thec Women in Transition class. A noticeable change
has occurred recently in the attitude of the local high schools
toward the community college. This past year half of the graduates
of onc high school were in attendance at WVC, as opposed to a
meager 12 pereent the year before. -

In conclusion, I believe that in order to weather these crises
and manage growth in a creative way, we must know our goals and
yet be sensitive to change, accepting problems as challenges and not
obstacles. We have, it scems, been constantly heading into the wind.
Some age-old philosopher once said: “No wind is good if you don’t
know where you are going.” And we have had pretty strong con-
victions about our heading and destination. We on the board must
be abie to sniff the wind, as it were, head into, make use of 5t.
Trustees must respond boldly by developing needed, rational
policies, sharing the planning and decision making as we go. How-
ever, we must make it very dear, in this redistribution of authority,
those who do this sharing with us must also accept some responsi-
bility for ereating an emvironment that promotes learning.

This is no job for the tinid, the weak, or the uninterested. It
requires strong, sensitive, and diplomatic leadership. The concern
for efficiency and cconomy shouid facilitate not inhibit decisions.
At this point, we might take a bit of wisdom from Abraham Lin-
coln: “As the case is new, 50 must we think and act a-new.”

Mildred H. Wharton &s a member of the
governing board ¢f West Valley Community
College in Saratoga, California.
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What lLies ahead for the community colleges?
Compet.tion with alterndtive institutions and a decrease
in pocational preparation are two probabilities.

futures

charles mcintyre

The community coliege in the 1980s will be more flexible, allowing
students to come and go more casily, to mix academics with travel,
employment, or national service. Variations on the work-study ar-
rangement will make possible the predicted “external degree” pro-
gram, in which students will be given credit for experience. More
short-term courses are also forecast because some people need to
upgrade their training, but do not require a full semnester or quarter
to do so. Courses, too, will reflect the increasing technical needs of
socicty. Classes for the health professions are expected to make sig-
nificant gains in the 80s and beyond, as are technical comses in data
processing and agriculture technology, particularly in the arca of
occan farming. With the larger enrollments due in the 1990s (six-
tecen million nationwide), it will not be feasible to have scparate,
large campuscs. The colleges will resort to, in some cases, a traveling
faculty, TV, cassettes, audiovisual aids, and the like, thus reaching
larger locale and more diverse student populations. It is cstimated
that by 1990 schools will pool ieir resources more, although be-
cause of competition they will be more diversified. By the year
2000 the average work week will probably be cut by between 15
and 30 percent. People will return to the cities again for con-
venience, instead of spreading out in the suburbs. The death rate is
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also expected to decrease and people will be living longer. All of
these facturs indicate that there will be mure tiine for leisure in peo-
ples’ lives, The conmunity cullege is one ol the main institutions
that will be able to accommudate peuple and their increasing leisure
time,

Four major trends will be evident in the future: (1} increased
enrollment of nuntraditional students; (2) the risc ol alternative
cducativnal institudons; {3} decreased undergraduate vocational
preparation and certification accompanicd by increased shori-term
skill training; (4) diminution ol compulsory cducation.

Enrulbnent by persuns ol the wraditional age and cthnic heri-
tage will cither deceedse or sty fTundamentally the same till 1990,
The only groups why will increase their attendance are the “non-
traditionals™ older students, blacks, Chicanos, houscwives, bluc-
collar workers, This projection is supported by the data Allan
Cartter has enmassed fur the Carncgic Cummission. College enroll-
ments are expeeted o rise approximately 1 percent annually vl
1981, when there will be alullin terms of absolute numbers. There
will be about 10 percent Tewer high school graduates in the 1980s
than in the 1970s because of a drop in the population of this age
group. In addition, fewer high schuol graduates will gu it 1wediately
tu cullege. As « result, culleges and universitics will be cumpeting
for students and catering to them. Culleges will seek 1o maintain
enrollment levels by attracting students from other institutivns and
finding new groups tu serve, This cffort will engender educational
inngvation (but will be countered by structural forces o be men-
tioned later).

This trend toward reaching new segments ol the population
will bring greater acceptance of higher education as a lifclong
prucess. Contributing to the trend will be the need fur more train-
ing in order to keep up in yne’s orea of ende> or or tu l~arn wally
aew skills.

Many people will have 10 cither change jubs several times
throughout their lifetimes, and thus be retrained fur several difler-
ent occupatiuns, ur upgrade themsches o handle job changes
effected by advancements in their {icld. Consequently, the number
of students in degree credit programs is expected o decline while
nundegree students increase 38 percent by 1980. Most of the latter
will be part-time students (their number is expected to rise 14 per-
cent by 1982) and vlder peuple. The courses and delivery systems
ol the community college must keep up with these social changes—
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students will demand a university without walls if they are to en-
roll. In the next two deeades, the survival of many institutions wilt
rest hicavily on how willing they are to meet the needs of nontradi-
tional students by making w@jor currienlar and personnel adapta-
tions,

The Camegic Coinmission indicates a significant rise in the
ethnic population. Thijs is largely due to a reeent and inereasing
socictal pressure to eradicate the elose articulation between the
meritocracy and the system of higher edueation. Ethnic populations
are finding education both 2 good investment and a necessary ex-
penditure. To help with these costs the {ederal government can be
expeeted to expand aid programs through the 1980s.

The enrollment of women is also expected to be mucl
greater thronghout the 1980s. The women’s liberation movement is
breaking down traditional prejudices and women are having fewer
children or spreading their births over a longer period of time. They
are spending less time in the home, whether they work or not. As
opportunitics for women inercase, the need for training will also
grow.

Until the year 2000 tlere will be an inerease in altemative
educational institutions. These fall into four categories: {1} govern-
ment-funded vocational education eenters; (2} transformed educa-
tional institutions, such as the Middle College of the City University
of New York; (3) businesses and otlier nonacademie organizations
involved in education; and (4} quasi-institutional ot noninstitutional
‘cducation resources, such as Chicago’s learning exchange.

These alternative forms will compete significantly with tradi-
tional higher cducation; in lact, they are already doing so. Under
the Nixon administration, proprictary education was brought under
the umbrella of posisccondary edueation, so that it now has access
to government EQP and veterans’ grants. Corporations, too, are
coming on strong. The Bell aw ' Howell Schools, for example, are
alrecady a lvely and flourishing enterprise. Such ecompetition will
only become stronger. The obvious consequence is decreased enroll-
ment in traditional colleges and universities, but its extent will
depend on what kind of a future these institutions create.

The third projected trend is the most paradoxical. Despite
the most recent evidenee to the contrary, we will in all probability
sce a deereased emphasis on undergraduate vocational edueation
over the next twenty-five years. There are at least seven reasons lor
this. First, well over hal{ of all students graduating from college
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enter professions for whidh they received no professional prepara-
tion. And achievenent in college, as measured by grades, bears litle
significant relationship 1o achievement in postacademic sitnations.
Factors such as motivation, sociocconomic background, and self-
concepl have a muceh greater bearing on success. Third, knowledge
is expanding at such a geometrie rate that it is becoming increas-
ingly difficult 10 master even a small part of the knowledge in any
one ficld. College graduates are finding that the hnowledge they
acquired as undergraduates is quickly obsolete. Related 1o all of
these is the current crunch in the labe: market and an increasing
disinterest in accumulating material goods among many young peo-
ple. It is also becoming increasingly clear that nomvocational efforts
will take up more of our lives than employ ment. The National Asso-
ciation of Business Econuvinists projects some interesting statistics -
assuming that we work a forty-hour week and begin einployinent at
age twenty-one, we will, according 1o the NABE. retire at age
thirty-cight after only seventeen years of vocational life.

Finally, professional and vocational certification is begiming
to be separated from collegiate preparation. Nursing. law, medicine
are all devising alternate centification mechanisins. The real question
mark, though, is the action of the Supreme Court. In Griggs v. Duke
Power Company, the Court unanimously ruled that a job could not
be denied on the basis of nonreceipt of a high school diploma where
such nonreceipt conld not be shown to disqualify competence. The
extension of this decision could well be significant. If the B.A. were
no longer a necessary access credenttial to many jubs, such as that of
a salesman, how many students would abandon traditional higher
education for aliernative institutions? The Carnegic Commission,
through its findings, showed that 80 pereent of available jobs will
not require a four-year degree. And the carcer training industries
and senice organizaiions, mentioned carlier, are rapidly lesrning
how 1o teach ana apply hnowledge to specific tashs. Nevertheless,
the two-year public colleges will continue to grow more rapidly
than other schools, probably because they do combine vocational
and academic programs. Of those plunning to enroll in colleges, a
greater percentage will choose the community college- abont 25
pereent more by 1982.

All of these factors combine 10 suggest that undergradnate
institutions eventually may deemphasize vocational preparation and
concentrate more on human development. One overall implication
is that undergraduate enrollment will deddine, because vocational
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certifieation is a powerful impetus for entering college and its
diminishment will deercase attendance.

The other side of thie coin, however, provides the paradox.
Many have stressed the faet that the future will demand fiom us
inereased social service. In faet, some quasi-volunteer social service
requirenients may well be established. Taxes will not he sufficient
to carry the burden of inereasingly neeessary social serviees. Added
to this is the growing obsolescenee of knowledge and skills. Both of
these factors snggest that there will be inereased need for short-term
training that emphasizes skills, both technical and interpersonal. If
higher edneation recognizes this, as in all probability it will, enroli-
meins shonid inerease, bur nrobably not enongh to offset the effects
of alternative eertification methods and altemative institutions.

The fourth predicted trend is probably the least snbstan-
tiated. There may well be a major reconsideration of compulsory
secondary education. Many people, both in and out of the mythical
“establishment,” are attacking the concept, and before this cenmry
is out we may well see its erosion. Only reeently, a task foree of the
Kettering Fonndation snggested ending formal schooling at age
fonrteen. The enrollment consequence, however, is unelear. More
may undertake a higher edneation becanse more are cligible. Stu-
dents may start college at a mueh younger age, as well as a much
older one. On the other hand, diminishing eompulsory edneation
may break up the psychological lock-step of schooling. 1f stopping
out becomes casicr, people are probabiy less likely to continue with
higher edueation. All 10ld, the two sides ol the coin scem toadd up
to deereased enrollment.

By the 1980s it is estimated that nearly 90 »nereent of eollege
faculty members will have tenure. They will thus| ¢ in a better posi-
tion to engage in colleetive bargaining and ultimately will gain more
power than they have ever held. llowever, with future ehanges in
mind, institutional researehiers are pushing faculties to speeify what
kinds of competence are required in their disciplines and also to
develop measnres of achieveinent. They must deternine the eriteria
for giving new teachers tenure, because the faculty in 1980s and
1990s will be drawn inercasingly fromn outside professions. If teach-
ers hold the power in the fiiure, they will be held far more ac-
countable than at the present, particularly by the students, and con-
versely, if the sindents hold the power, then they wilt have 1o
justify their actions. In any event, the matter of accountability will
be a major concern in the 1980s and beyond.
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Public anthoritics are sure to gain influence and power be-
canse they have the funds to conserse, are better educated, hasve
more information, and also have more shilled analysis. The role of
she trustees is alsu eapected to change. They will be forced to be-
have more as trustees and less as managers of the institutians. They
will be ashed to mosve the instittion inte a pusition of leadership in
the changing society. They must maintin the limman assets of the
institution as well as answer to the needs of the commumity and
understand  the relevance of their educational programs. The
trustees of the future will come from fields ontside business or lavw.
They will be younger and more conscions of the “ontside,” thus
more sensitive to the will of the people. There will be an increasing
reliance on the community for supp-it, so the college must be will:
ing to meet its demands. The best person to handle these demands
is the president, who must hold more anthority in the future for
managing the institution. e or she will indoubtedly be held far
more accountable than in the past because the people and the gov-
crminenit will no lunger stand for nonaccommuability. State govem-
ments, presentlhy and in the feture, are withont federal dominance
and will exhibit nore aethurity in deciding which conrses shonl ! be
tanght, since they are more presiz to exercise control than the fed-
eral govermment.

Charles Mciutyre is director of analxtical
studies for the California Community
Colleges, with headguarters in Sacramento.
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Further resources on effective trusteeship from
the ERIC Clearinghouse for Junior Colleges.

sources and information

elizabeth rinnander

The sources cited below were chosen because they are considered
excellent general references on community college trustees or be-
cause they are particularly relevant to the subjects of articles in this
1ssue.

.

role of the trustee

Bernd {1973) describes the demographic and biographical
makeup of community junior college boards of control, their social
and political attitudes, and the effects of these backgrounds and
attitudes on their role,

The major responsibility of trustees is to make sure that their
institution’s programs and services are provided to those citizens
who can benefit from them both cffectively and efficiently, accord-
ing to Terrey (1973). He further spells out the do’s and don’ts of
trusteeship, indicating that trustees should never evaluate a plan,
since they created it and set its objoctives. Because trustces hold
assets in trust, neither students nor faculty members, who benefit
from that trust, should scrve on the board, as this would constitute
a conflict of interest. A report designed to provide trustees with a
mechanism for discussing their roles and responsibilities, based on a
dialogue among board members themselves, is provided by Harper
(1974).
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The Evaluation of Community College Teaching: Models in
Theory and Practice (1972) offers specific suggestions for handling
the everimportant task of faculty evaluation. The Trustee Com-
manicator ([1974]), from the Association of Community College
Trustees, comprises four articles designed to help the trustee deal
with various aspects of his or her job. One of them describes ways
to strengthen a college’s commitment to women faculty members
and students in both the curriculum and activities. Guidelines for
hiring a superintendent are offered, and characteristics of the suc-
cessful board chairperson discussed. The communications system
used in the San Diego Community College district is outlined, in-
cluding a flow chart and description of the system’s objectives. Mills
({1971]) conducted a study on how trustees are involved in the
process of change in their institutions. Most trustees, he found, are
elected by direct popular vote and appear to understand and sup-
port the concepts of universal higher education and open admis-
sions which are fundamental to the public community colleges.

Uniike the United States, where the board of trustees is a
well-established tradition, Canada does not uniformly have such a
governance structure for all types of postsecondary institutions.
Konrad (1974 and 1975) offers two papers describing how each
individual province has legislated for the establishment of gov-
ernance structures in its own institutions. The tenth issue of New
Directions for Community Colleges (Richardson, 1975) supplies

- further information concerning participatory govemance in Canada
as well as other areas and includes many articles of interest and rele-
vance to the board member. A review of the pertinent literature and
a bibliography are provided.

The Trapnell Report (1973) offers a case-study approach to
the role and responsibilities of the board of trustees of the Los
Angeles Community College District. The author reports on the
proceedings of that board’s meetings, along with editorials.

Budget and finance are always important to the lay trustee in
the community college. McPherran and Barthelme (1974), in their
primer for understanding finance in the California community col-
leges, provide definitions, methods of computing data, and informa-
tion regarding the state laws. Guidelines and models are supplied,
and the Management Information System (MIS) is explained.

Russock (1974) offers a good overview of the role of commu-
nity college trustees, as does The Changing Role of the Community

- College Trustee (1975), an ERIC byef prepared for the sixth aanual
convention of the Association of Community College Trustees.
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state boards

The steady drift toward state control of community college
education is a growing concern. Bender {1975) attempts to establish
the context of this phenomenon and makes recommendations for
action. His suggestions include detcrmining the locus of policy mak-
mg; untangling overlapping jurisdictions; defining and communicat-
g the mission of the community college; and encouraging local ini-
tiative in the political process. The precursors of state control are
considered.

In New York State, the Board of Regents and the Board of
Trustees of the State University of New York (SUNY) oversee the
local institutional boards of trustees, Martorana (1973) calls for a
revision of the Community College Law, Article 126, which estab-
lished this tripartite structure. Needed, he feels, is a clarification of
both the power and duties of the local trustees vis-a-vis their local
sponsors, and also of the distinctions between the state board’s
roles and duties as the governing board of SUNY and as a coordinat-
ing state-level board for community colleges. He believes that most
of the governance fasks should be returned to strong local boards of
trustees,

Two-Year Post-Secondary Education in South Carolina
(1971) consists of a definition of the community college, an over-
view of the two-ycar public colleges in that state, and recommenda-
tions. The specific responsibilities of a state board to be established
to govern all two-year institutions are delineated. In California, the
Coordinating Council for Higher Education has worked well for the
three segments of public higher education there—the University of
California, the state universities and colleges, and the community
colleges. Brossman (1974) explains that the combination of local
boards, statewide boards, and the coordinating board provides an
effective governance system. He stresses that the local boards must
be strictly accountable for managing their own campuses, while the
statewide board ensures that due process is observed locally, so that
faculty, students, and community members are consulted regularly
m the decision-making pracess.

Day and May ({1974]} conducted a survey in seven states to
determine how state agency directors, college presidents, and board
chairmen perceived the changes in the powers and duties of local
boards as a result of state coordination. They found that in most
states the state-level agencies regulated only the public twe-year col-
leges and that statutes delineated the authority of the state and
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institutional boards. Most local boards were elected, although sev-
eral were appointed by their governors. The length of terms vasried
_between three and seven years, and most states surveyed did not
limit the number of terms that a board member could servc.

Wattenbarger reaffirms the trend toward state.level coordina-
tion and control and proposes guidelines for differentiating state
and }local responsibilities in The Two-Year College Trustee: National
Issues and Perspectives {1972). In this same report, Gleazer stresses
the importance of keeping the locus of control with the local board,
rather than allowing the power to be shifted to administrative levels
far removed from the local college and community.

trustees and presidents

From the ERIC Clearinghouse for Junior Colleges comes a
Junior College Research Review ([1970]} issue concerned with the
roles and relationships of trustees and their chief administrative
officers. Six ERIC documents are reviewed, including an annotated
bibliography on community college boards. Ancthes older but stili
useful product of this Clearinghouse is Johnson’s (1971} Occastonal
Report, which summarizes a 1970 conference on the board of
trustees sponsored jointly by the UCLA Junior College Leadership
Program, the AAJC New Institutions Project, the Regional Educa-
tional Laboratory for the Carolinas and Virginia, and the Duke Uni-
versity Junior College EPDA Project. Nine presentations are in-
cluded in the conference proceedings.

Pray (1975) laments that the management and administrative
duties of presidents and boards are not clearly delineated. Muny
presidents, he [eels, are forced to devote excessive amounts of time
to working with trustees and motivating them to perform their
functions because of the political implications of their actions and
difficulties implicit in the structure of many bvards. Needed arc
systematic self-studies of the effectiveness of wrustees. The author
further suggests that the three major national education assoctations
sponsor a program for improving the quality of trustees’ leadership. -

Frederick {1973) reports on a study of trustecs and presi-
dents by the New York State Education Department. Investigated
were: the need for orientation and inservice education for trustees;
trustee and presidential comprehension of the mission of the com-
prehensive community college; presidents’ perceptions regarding
trustees’ orientation and education; and the need for help from the
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state and the university in formulating programs to educate board
membecrs. i

Smith and Crawl'ord (1972) identify the presidential sclec-
tion methods of twenty community colleges in six western states
and offer guidelines for selecting a president. Hiring a college presi-
dent is not only the trustees’ Iegal responsibility, but also the most
important task they undertake. The whole college community
should be involved in developing written procedures for hiring, and
care ful screening and rescreening of candidates is essential.

Fal

trustees and collective bargaining

Many trustces perceive the coming of collective bargaining as
an unwanted occurrence. At their 1974 conference, the Association
of Community College Trustees passed one resolution to oppose
federal or state government imposition of collective bargaining laws,
and another to keep the authority over salaries at the local board
level (Trustees: Working Together ..., [1974}). Terrey (1973)
fears that collective bargaining may be destructive to higher educa-
tion. So he suggests that bargaining be included in a college’s gov-
emance structure and that administrative and governance tasks be
shared, actions which would change Ieadership roles and decision-
making procedures. -

Jacobs (1974) presents his views as a community college
trustce who has been personally involved in the problems of collec:
tive bargaining. Potter (1974), as chairman of the board of Jackson
City College (Mississippi), wams trustees to be prepared for faculty
unionization. As he sees it, trustees should fight the enactment of
mandatory bargaining laws, and, where these are enacted, they
should Iobby for provisions outlawing strikes, forbidding adminis-
trative unionization, and denying compulsory arbitration. He also
considers the composition of the ncgotiating team (it should never
include a president or trustec although other “in-house” personnel
are good members), grievance procedures, and dealing ‘with an -
passe situation. A model master agrecment is included in this docu-
ment.

Another ERIC document exemplifying a master agrecment is
Policies and Procedures for Administrative Personnel, 1974-77
(11974]), which is the actual negotiated agreement between the
Macomb County Community College (Michigan) Association of
Administrative Personnel and the board of trustees of the college.
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, Howe {1973) examines the methods and strategies employed
by commuuity college negotiating teams and the role of the buard.
A step-oy-step procedure for negotiations is detailed, with riress on
the trustees’ functions.
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